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Finance & Management
Statement of Values
The Finance & Management Subcommittee researched and planned ways to
address the financial challenges facing
Newton. Without addressing Newton’s financial crisis, it would be difficult to pursue the improved services described in the
other sections of this plan.
This plan maps out ideas for increasing revenue and to controlling costs in the
short term, as well as strategies for solving our structural deficit and restoring the
long-term financial health of our city.
Our goal is simple: in four years, Newton should be recognized as the best run
city in America. To get there will require
leadership, vision, a deep understanding
of the issues, and executive management
that employs best practices and demands
excellence in execution.
Our work was based on the following three shared values. Newton residents
want our government to:
A) Spend public dollars efficiently and
effectively to reduce costs, eliminate
redundancies, and maximize value;
B) Pursue revenue enhancement opportunities that do not impose regressive
fees, new taxes or otherwise negatively impact our community; and
C) Reform management practices to incorporate the above principles into
every aspect of our city government,
building a financially-sustainable
future.
For each of these value statements, we
propose a number of specific initiatives
including implementation timetables and
success metrics.

A) Spending Public Dollars
Efficiently and Effectively

Newton residents expect excellent local services and are willing to pay for those
services, but do not want to see their tax
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dollars spent inefficiently and irresponsibly. There are a number of areas of Newton
government operations that can be made
more efficient, reducing costs and improving the value realized for our tax dollars.
We propose the following initiatives to
control costs and to increase the effectiveness of each dollar expended:
1) Improving maintenance of City
buildings to lower repair, renovation,
and replacement costs and to reduce
energy consumption;
2) Implementing water conservation
measures and expanding the use of
gray water and well water for municipal purposes to lower MWRA water
use charges;
3) Leveraging available technology to
make service delivery more efficient
and less labor-intensive;
4) Using regional cooperation to reduce
redundancies and lower prices;
5) Developing a paving plan to improve
the lifespan of City streets, lowering
street repair and reconstruction costs;
and
6) Increasing recycling rates through an
array of incentives, including better
recycling containers and removal of
barriers to participation, lowering
the City’s trash disposal costs.

1) Improving Preventive
Maintenance
Statement of Problem and
Opportunity
Deferred maintenance of City buildings has resulted in the need for costly repairs and renovations and in some cases
the replacement of entire buildings. Even
as we are spending hundreds of millions
of dollars on new construction, we are continuing to allow our existing buildings to
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deteriorate. Poor maintenance of HVAC
systems can also result in significant increases in energy costs.

Summary of Proposed Solution
We will develop specific maintenance
plans for each of Newton’s 85 city-owned
buildings, prioritizing preventive maintenance and reacting quickly to fix problems
that can cause damage if not addressed,
such as leaking pipes and roofs. Adequate
funding of the maintenance plan should
be given high priority and results should
be monitored and tracked.

Discussion and Implementation Plan
The City is currently contemplating the
reconstruction and renovation of schools
and fire stations that have been poorly
maintained. We must not burden future
generations of Newton residents and leaders through the continuation of this pattern. We must treat our buildings as valued assets, taking care to preserve them in
excellent condition with a comprehensive
maintenance plan that addresses the needs
of current and planned facilities. The
maintenance plan should apply nationally recognized standards and reduce the
total cost of ownership of these facilities
by decreasing the need for extraordinary
repairs and lowering energy consumption
and wasted water.
The plan should include a regular
schedule of preventive maintenance for
each City building, including a checklist
of systems in need of inspection, cleaning,
parts replacement, and other routine care.
As part of the maintenance plan, energy
and water use should be tracked to determine whether a leaky pipe or window is
causing a waste of water or energy.
The scope of the maintenance plan
should also include other municipal capital assets, such as drinking fountains in
A Blueprint for Newton’s Future

parks, basketball courts, play equipment,
and other permanent structures on City
land.
The plan should also include Service
Level Agreement (SLA) standards for how
long each type of repair should take. For
example, the SLA for replacing a damaged
floor tile might be five days from the time
it is reported, but leaky faucets should be
repaired within twenty-four hours.
Maintenance costs should be benchmarked against the standard ratios of cost
per square foot to maintain similar buildings in other communities and in the private sector.
Cost estimates for building maintenance should be projected forward five
years and updated each year, for inclusion
in both the annual operating budget and
the five-year fiscal plan.
The plan should be peer-reviewed by
Newton residents who have relevant expertise, including engineers, architects,
and facilities management professionals.

As Mayor, Ken Parker will increase
preventive maintenance budgets in the
Fiscal Year 2011 operating budget and
will work with city staff to complete the
facilities management plan by January
1, 2011.

2) Implementing Water
Conservation Measures
Statement of Problem and
Opportunity
While no study of the amount of water wasted by the City of Newton has been
conducted, there is strong anecdotal evidence that thousands of gallons are wasted every month. According to the MWRA,
one leaking faucet can waste over 1,000
Copyright © 2009 Committee to Elect Ken Parker
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gallons of water per week and there are
numerous leaking faucets in Newton facilities. Even when these leaking faucets are
identified, they are not repaired in a timely
manner. A leaking faucet at Horace Mann
Elementary School is currently scheduled
for repair 76 days after the leak was reported. Meanwhile, other broken faucets
in the same building have yet to be placed
on the repair schedule at all. Similarly, a
leaking (and overflowing) urinal in one of
the fire stations was not fixed for months.
Currently, there are urinals in the basement
of Newton City Hall that have been running continuously for several years. The
City pays for all of this wasted water. Each
leaky faucet costs the City approximately
$300 per year in MWRA charges, which
does not include the energy costs involved
when hot water is wasted.
The City uses large amounts of potable
water when it is not required. It would better serve the needs of the community if recycled gray water were used in those areas
where drinking water is not needed. For
example, recycled gray water is suitable
for washing city owned vehicles.

Summary of Proposed Solution
The central elements of Newton’s water conservation plan should be to:
i) Implement better building maintenance practices, as described in item
(1), above;
ii) Make use of gray water systems where
appropriate;
iii) Expand our use of well water; and
iv) Implement modern water resource
management practices.

Discussion and Implementation Plan
i) Implementing better maintenance
practices

In addition to the regular preventive
maintenance program, described in item
A Blueprint for Newton’s Future

(1) above, it should be the ongoing responsibility of all City custodians to check for
leaking faucets and continuously running
fixtures as part of their daily rounds.

As Mayor, Ken Parker will work with
the Public Buildings Department to initiate this by March 1, 2010.
ii) Making use of gray water
systems

Gray water is water that is either potable water that has already been used such
as dishwater or more importantly for the
city runoff from precipitation. Gray water cannot be used for human consumption but it can be used for purposes like
irrigation. The City recently made rainwater barrels available to residents, but can
make better use of gray water itself. Using
gray water for irrigation is an immediate
option, but using it for other purposes,
such as flushing toilets, may require state
approvals and installation of gray-water
compatible plumbing systems.

As Mayor, Ken Parker will work with
city staff and Newton residents knowledgeable about gray water systems to
begin a preliminary examination of gray
water by January 1, 2011.
iii) Expanding use of well water

The City of Newton currently uses well
water for irrigating some playing fields.
The City should study the current use of
MWRA water for field irrigation and determine the feasibility of using well water
for fields and parks where it is not currently used.

iv) Implementing modern water
resource management strategies

Potable water is a limited resource
and should be managed accordingly. CitCopyright © 2009 Committee to Elect Parker
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ies and towns in states with frequent water shortages have pioneered management
strategies that can be applied in Newton,
such as pricing water progressively based
on volume of usage, creating an incentive
for water conservation.

As Mayor, Ken Parker will work with
city staff, the Board of Aldermen, and
community groups to begin this study
should by January 1, 2011.

3) Leveraging Technology to
Improve Service Delivery
Statement of Problem and
Opportunity
Technology offers us the best opportunity to do more with less. We can provide
better information to the public, we can
automate tedious processes, and we can
improve customization and quality of services. Other communities and the private
sector have done a great deal to pioneer
the use of new technologies to improve
services and Newton can benefit from their
leadership.

Summary of Proposed Solution
City department heads should be familiar with innovative uses of technology
to improve the delivery of services by their
counterparts in other communities and
should bring the best and most relevant of
those innovations to Newton.

Discussion and Implementation Plan
Some new technologies can reduce
costs and improve service quality significantly, while others can be expensive distractions. Each department head should
keep up with best practices in technology
use by their counterparts in other comA Blueprint for Newton’s Future

19

munities, so that they know which innovations are cost-effective and worthy of
investment.
For example, the Library Director
should know how much an RFID automated book check-in system costs to purchase
and install as compared to the savings in
labor costs realized in communities that
have installed these systems. Similarly, the
Public Works Commissioner should have
knowledge of automated water-meter
reading systems and computerized, sensor-enabled “smart” intersections.
Other technologies worthy of investigation include parking meters that tell
parking control officers when they are
expired and trash cans that report when
they are full. The City may also be able to
save money by using less exotic technologies that many Newton residents enjoy at
home, such as voice over IP (VOIP) phones
that can be used on a network free of charge
and solar panels that can heat water and
generate electricity, resulting in significant
energy savings.
Every year, new technologies that have

Smart Parking Meters?
One idea for new technology that could lower
costs and improve service in Newton is electronic
parking meters that alert enforcement personnel
when they are expired and that can be filled using
a smart card, FastLane transponder, Charlie Card,
or phone call.

the potential to improve services and lower costs are developed. The key to a successful technology strategy is having the
knowledge and processes in place to determine the return on investment (ROI) associated with these technologies.
These ROI calculations should also
take into consideration the availability of
grants that can defray or eliminate the cost
Copyright © 2009 Committee to Elect Ken Parker
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of adopting new technologies.

ic development efforts;
iv) Cross-contract services with other
communities; and
v) Learn from other communities’
innovations.

All department heads will be asked to report on available cost-savings technologies as part of the annual budget review
process starting with the Fiscal Year
2011 budget cycle.
Discussion and Implementation Plan
i) Regional Purchasing Agreements

4) Using Regional Cooperation
Statement of Problem and
Opportunity
The challenges facing Newton are not
ours alone— educational mandates, financial pressures, and changing demographics affect every city and town in Massachusetts and the nation. Learning from the
experiences of others and collaborating
toward broad solutions, are central to success in the twenty-first century.
The City of Newton currently duplicates work that is being done in other communities that could be easily be
shared. By failing to take full advantage
of regional cooperation, Newton is missing opportunities to control costs and to
improve services. For example, we do not
collaborate with our neighbors on purchasing, economic development, or open
space management.

Summary of Proposed Solution
We need to foster a culture of collaboration with other area cities and towns,
putting mutual cooperation and collaboration ahead of borders and political boundaries. Working together with other cities
and towns, we will:
i)
Develop and enter into regional purchasing agreements;
ii) Reduce duplicative research efforts
by sharing information;
iii) Coordinate open space and economA Blueprint for Newton’s Future

The City of Newton has many purchasing needs that are similar to those of
our neighbors. By forming a purchasing
consortium, we can create shared bid lists,
combine purchases to achieve high-volume discounts, share information about
the quality and reliability of vendors, and
reduce administrative costs. By April 10,
2010, we will contact the leaders of other area communities to explore the possibility of forming a regional purchasing
consortium.

ii) Reducing Duplicative Research
Costs

To the extent that Newton faces the
same challenges as other communities, we
may find ourselves doing the same types
of research and planning. For example, we
face similar challenges to our neighbors
when it comes to integrating state mandates into the math curriculum or fitting
bike paths onto our streets without sacrificing street trees. We should coordinate
these research and planning efforts with
other municipalities to pool our efforts,
helping us to get better information at
lower cost. By assigning a given project
to one city or town and sharing the cost
across a group of municipalities, revenue
is realized by the community conducting
the research and costs are reduced for other
members of the group. By a similar token,
work that is contracted out to a consultant
can be shared if it is relevant to more than
one community.
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iii) Coordinating Open Space and
Economic Development Efforts

Regional economic development and
open space planning can not only reduce
costs, but also strengthen planning efforts.
For example, a parasite that is destroying
trees in one community will ignore political boundaries and spread to the trees in
a neighboring city or town if not stopped.
Similarly, regional economic cooperation
can create corridors of economic vitality
that cross municipal lines. Residents from
one community often enjoy the parks and
open space amenities in a neighboring city
or town. Development decisions can also
have traffic impacts in neighboring communities. It behooves us, for example, to
take into account input from our neighbors
in Brookline when considering development proposals near the border between
our municipalities.

iv) Cross-Contracting Services

When one city or town lacks the inhouse workforce for a project, there is an
option other than contracting with a private company. It is also possible to reach
out to other area communities to find out if
one has the capacity to take on the project.
The use of cross-contracting of services between cities and towns can often prove to
be the fastest, most cost-effective way of
completing a project that is beyond the capacity of in-house employees to finish on
schedule. It can also lead to long-term inter-municipal agreements where workers
are shared and services are provided, lowering training costs and increasing reserve
labor capacity. These agreements are also
helpful for providing specialized services
that are desired by multiple communities
but not needed on a full-time basis. For
example, several communities that use the
same financial management software package could pool their resources to hire one
tech-support expert to service them all.
A Blueprint for Newton’s Future
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v) Learning from Other
Communities’ Innovations

By building strong relationships with
other cities and towns and training our
staff to keep abreast of innovations and
best practices developed in other communities, we can foster a culture of innovation that eliminates barriers to change and
accelerates a cycle of continuous improvement and creative thinking.

As Mayor, Ken Parker will initiate efforts to reach out to other communities
to take advantage of opportunities for
regional cooperation starting on the first
day of his Administration.

5) Developing an Infrastructure
Maintenance Plan
In addition to improving the quality
of our roads and making us safer, preventive maintenance of roads and bridges will
save millions of dollars in repair and reconstruction costs. For more discussion of
this proposal, please see the Environment
and Sustainable Growth Section.

Innovation Example: Employee Awards

In order to foster employee innovation to reduce costs and improve productivity, the City of
Fall River created a employee awards program.
Each month a committee meets to review ideas
that have been submitted and make recommendations about awards. An employee whose idea is
selected receives a $500 cash bonus. The award is
sponsored by a local business, and therefore does
not cost the city anything. The use of an award
paid for by a local business allowed the city to get
around prohibitions with the cities collective bargaining agreements about giving bonuses to select employees. Savings have yet to be reported,
but a similar program in Easton, Massachusetts
where the award is paid by the city saved Easton
$250,000 in it’s first year.
Copyright © 2009 Committee to Elect Ken Parker

22

Finance & Management
6) Increasing Recycling Rates
In addition to the environmental benefits of a reduced waste stream and the
quality of life benefits of cleaner parks,
achieving our goal of 75% recycling would
save the City more than a million dollars a
year in waste disposal costs. Please see the
Environment and Sustainable Growth section for more details.

B) Pursuing Non-Tax Revenue
Enhancement Opportunities

Newton is heavily reliant on property
tax revenue to pay for local services. Under
Proposition 2 1/2, property tax revenue increases are limited to 2.5 percent plus new
development growth. In Newton, this has
amounted to total property tax revenue
increases of 3-3.5 percent annually. With
many costs rising at faster rates, services
have been cut. Other communities, when
faced with similar budget constraints have
sought out creative new non-tax sources
of revenue. Newton is well-positioned to
pursue many of these revenue-enhancement strategies that have met with success
in other communities.
We propose the following initiatives to
generate new revenue to support our local
services:
1) Developing a Payment-In-Lieuof-Taxes (PILOT) Program;
2) Pursuing available grant funds;
3) Creating opportunities for private
support for municipal projects,
using naming rights and other
incentives;
4) Using impact fees to allow flexible
development options;
5) Forming a municipal power company; and
6) Developing and implementing a
sustainable growth strategy
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1) Developing a Payment-InLieu-of-Taxes (PILOT) Program
Statement of Problem and
Opportunity
State law exempts federal and state
properties, educational institutions, medical institutions, charitable organizations,
and religious organizations from paying
property taxes. In Newton, tax-exempt institutions own over two billion dollars of
property, which is more than the value of
all of Newton’s commercial and industrial
property combined.
If these tax-exempt institutions paid at
the residential property tax rate, the added
revenue would be over $18 million each
year and if they paid at the commercial tax
rate, this number would almost double.
Despite paying no property taxes, these
organizations use city resources. They use
Newton’s roads and are protected by our
Police and Fire Departments. Many municipalities ask for Payments-in-Lieu-of-Taxes
(PILOTs) from the tax-exempt institutions
they host to help defray some of the costs
of providing services to those organizations. Newton currently has no active program of soliciting PILOTs from tax-exempt
entities and consequently receives only a
small fraction of what many comparable
communities realize from this source.

Summary of Proposed Solution
The City will reach out to the tax-exempt institutions we host, engaging them
in a discussion about the benefits provided
to them by being located in Newton and
offering them the opportunity to help support these valuable services. This program
should include:
i)
Positive, constructive relationships
with our tax-exempt entities;
ii) Clear lines of communication;
Copyright © 2009 Committee to Elect Parker
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iii) Public education; and
iv) Regular, respectful requests
participation.

for

Discussion and Implementation Plan
i) Positive, Constructive
Relationships

Tax-exempt organizations in Newton
have the same types of concerns as forprofit businesses. Tax-exempt organizations (as well as businesses) should be afforded the same opportunities as residents
to initiate customer service requests in our
NewtonStat performance management
system (see page 33). By engaging them
in an ongoing dialogue about the services
they value (snow plowing, street maintenance, care of public spaces, etc.), we will
be able to build strong partnerships that
will make them eager to participate in supporting the services they enjoy.

ii) Clear Lines of Communication

We must maintain clear lines of communication between Newton City Hall
and the tax-exempt institutions in our
community. That means providing them
with a point of contact at Newton City
Hall and meeting with them regularly to
learn about their needs and concerns.

iii) Public Education

The leaders and users of many of these
organizations are also Newton residents.
By educating the public about the importance of our PILOT program and the valuable services we provide to non-profits, we
will help to build support for the program.
Also, we can recognize the organizations
that take a leadership role in participating
in the program.

iv) Requests for Participation

Few non-profits will participate in the
PILOT program without being asked. We
A Blueprint for Newton’s Future

should offer polite reminders about the
value of services we are providing to them
coupled with respectful requests that they
participate in our PILOT program.

As Mayor, Ken Parker will begin discussions with tax exempt institutions
in Newton about developing PILOT
programs by May 1, 2010.

2) Pursuing Available Grant
Funds
Statement of Problem and
Opportunity
The City of Newton presently pursues
various grants offered by governments
and nonprofit organizations. However,
there are opportunities to obtain more
grant money by improving the City’s approach to grant writing.
The City has not optimized its approach to obtaining grant money. For
example, the Fire Department recently
received a grant of $266,000 from the Department of Homeland Security after having been rejected by Homeland Security
over several prior years because the grant
writing approach was incorrect. Only,
after the approach was modified was the
grant obtained. Other obstacles to getting
and using grants include:
• Grants are not made on a timeline that
matches the City’s budgeting cycle;
• Grants may not be recurring;
• When grants do recur, they may require a “reapplication,” including
analysis and evaluation of existing
progress;
• Grants are often program-based,
spanning multiple departments, making the current city organization inefficient for requesting and managing
Copyright © 2009 Committee to Elect Ken Parker
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grants;
• Often, grants require local matching
funds;
• Some grants are limited to funding
new or innovative programs; and
• Grants are often tied to particular demographics, potentially making it difficult for Newton to access the grant
money.
To receive Massachusetts open space
grants, a municipality must have an approved Open Space and Recreation Plan.
Newton had such a plan, but it expired at
the end of 2007, so we are no longer eligible for these grants.

Summary of Proposed Solution
Newton should develop a comprehensive strategy for identifying, prioritizing,
and pursuing available grants. This strategy should include:
i)
Hiring an outside grant writing
firm;
ii) Researching available grants;
iii) Establishing procedures for prioritizing and applying for grants;
iv) Taking action to meet grant requirements; and
v) Tracking success at obtaining
grants.

Discussion and Implementation Plan
i) Hire an outside grant-writing firm

Outside grant-writing firms have information about relevant grants, allowing the
City to more effectively target grants that
are relevant to Newton. These firms have
expertise on how best to organize grant
writing to be successful in applying for
grants. As is demonstrated by the Fire Department example, improvements in grant
writing will increase our effectiveness in
obtaining grants. Grant-writing firms also
have benchmarks from other municipalities that will be helpful in the process.
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ii) Researching available grants

Our department heads should research
available grants through professional publications, networks, and associations. These
potential grants should be combined with
information from our grants-writing firm.

iii) Prioritizing grant opportunities

Relevant city staff will meet on a regular
basis to prioritize available grant opportunities on the basis of relevance to Newton,
amount of available funds, requirements
for matching funds, likelihood of receiving the grant, and conditions attached to
the grant. This group will work with the
grants-writing firm to assemble information needed for grant applications.

iv) Meeting grant requirements

In cases where Newton is not currently
eligible for desired grants, we should take
appropriate action to meet the requirements where it is cost-effective to do so.
For example, we should update our Open
Space and Recreation Plan.

v) Tracking Success at Obtaining
Grants

The total and net amounts of grant
funds received will be tracked in NewtonStat, along with the programs and services
supported by those grant funds that would
not otherwise have been funded, as well as
the functions that would have taken place
regardless of whether grant funding was
available.

As Mayor, Ken Parker will work with
city staff, the Board of Aldermen, and
citizen volunteers to improve Newton’s
efforts to pursue available grant funds
throughout the term of the Parker
Administration.
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3) Naming Rights and Other
Tools for Attracting Private
Support
Statement of Problem and
Opportunity
The City of Newton has not reached
out to its residents in any material way for
private donations to help fund our capital projects. Newton has a large, diverse
population. Many of its wealthier residents have given significant sums to private schools and universities, hospitals,
religious organizations and other worthy
causes. In addition, other philanthropic
activity flourishes in Newton, as residents
across the personal financial spectrum
support an enormous variety of non-profit
entities.
Despite this wide-spread willingness
to fund non-profit causes, the city does
little to encourage its residents to provide extra financial resources for city programs or capital projects. Locally, Newton
Wellesley Hospital recently raised over
$10 million for the construction of a new
emergency pavilion. In addition, it currently has $8 million in new fund raising
for the construction of a new cancer center. Nearby, the Buckingham, Brown and
Nichols school in Cambridge has raised
over $50 million for its “opening minds”
capital and annual fund campaign with a
student body of under 1000 students representing about 600 families, plus alumni
families.
These types of fundraising activities
happen because the institutions actively
encourage participation from interested
people in their communities. They also
recognize donors with naming opportunities and “thank you” events. They view
their very well being as dependent on the
support and sponsorship of their constitu-
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encies. In contrast, Newton has no development function. Not only are donations
not encouraged, a donor often has to fight
red tape to give money to most areas in
the city (even for schools, with a well run
schools foundation and numerous PTOs,
potential donors face equity issues).
Most residents probably view their
property taxes as ample “donation,” and
the city does nothing to discourage this
perspective. While it is speculation to
wonder how much support might have
been given for the construction of the new
high school, there can be little doubt that if
the city actively managed a development
process and created an environment that
celebrates giving, significant sums could
have raised— some from anonymous donors and some from donors who wished to
name various facilities within the school.

Summary of Proposed Solution
The city should:
Explore the creation of a “development” function, modeled on that
function as deployed in successful
non-profits, to create and manage
a fundraising program, as well as
to help develop a city-wide culture
that encourages such activity;
ii) Provide opportunities for recognition for private donations;
iii) Reduce barriers to giving;
iv) Create a private foundation to support Newton’s government.
i)

Discussion and Implementation Plan
i) Creating a Development Function

Creation of a development position
need not necessarily involve adding a new
position to City government. The function could be taken on by an existing city
employee or could be contracted out. The
development officer would build relationCopyright © 2009 Committee to Elect Ken Parker
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ships with wealthy Newton residents,
sharing with them information regarding
the importance of municipal services and
how they can help support those services.
The development officer would also play a
role in setting fundraising targets and fostering a citywide culture that values support for Newton’s efforts;

ii) Providing opportunities for
recognition

Naming rights for public buildings,
parks, and other capital assets is just one
way the City of Newton can provide recognition to generous donors who make
major contributions in support of community efforts. Sometimes being publicly
thanked is sufficient, while in other cases
more creative efforts to acknowledge generosity are called for;

iii) Reducing Barriers to Giving

Some donors may prefer to condition
their gifts in ways that are not feasible in
the context of Newton’s current structure.
We should evaluate the validity and usefulness of these barriers to giving and determine whether it is practical and advisable to reduce or eliminate them; and

iv) Creating a Newton Foundation

In some cases, donors will prefer to not
to donate directly to the City, but will be
comfortable giving to a non-profit entity
set up to support City operations. Just as
the Newton Schools Foundation provides
grants to support innovation in the Newton Public Schools, a new Newton Foundation could support innovation in other
city departments. Such a foundation could
also conduct research, similar to the Boston
Municipal Research Bureau, in support of
innovative and cost-effective government.

As Mayor, Ken Parker will work with
city staff, the Board of Aldermen, School
A Blueprint for Newton’s Future

Committee, and volunteer boards and
commissions to initiate efforts to attract
private donations to support city efforts,
starting with the Fiscal Year 2011 budget process in Spring, 2010.

4) Using Impact Fees to Allow
Flexible Development Options
Statement of Problem and
Opportunity
Newton currently has a rigid development framework that does not allow projects that cannot be supported by current
infrastructure to be approved. Other communities allow developers to pay impact
fees, so that infrastructure can be expanded to accommodate larger projects that
meet the needs of their community.

Summary of Proposed Solution
Newton should add a section to our
zoning ordinances that allows a partial
exemption from some of the special permit criteria for projects that can be accommodated by infrastructure improvements
supported by impact fees.

Discussion and Implementation Plan
While there have been some ad-hoc donations made to the city as part of the special permit process, most recently $50,000
for a study of undergrounding wires on
Needham St. donated by the Paragon Place
project, there is no structured program for
assessing impact fees. We should adopt an
ordinance that allows a developer to agree
to ongoing fees to mitigate infrastructure
impacts based on measurable project characteristics, such as vehicle trips generated.
Funds collected through this program
would be used to mitigate impacts. For
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example, traffic mitigation funds could be
used for traffic signals, bicycle paths, pedestrian crossings, public transportation,
or similar purposes. The Mayor, Planning Department and Board of Aldermen
should work together to draft an impact
fee ordinance.

ernment would likely reduce its electricity costs by 15 percent under a municipal
power company.
Having a municipal power company
would also give Newton a great deal of
flexibility in generating clean energy.

Summary of Proposed Solution
As Mayor, Ken Parker will establish a
Newton should establish a municipal
task force to investigate the possibility of
power company.
impact fees by December 31, 2010.
Implementation Plan

5) Forming a Municipal Power
Company
Statement of Problem and
Opportunity
Newton residents are currently paying
significantly more for electricity than is
necessary. State law allows municipalities
to form their own power companies and
41 cities in Massachusetts have done so.
Residents in Massachusetts municipalities
that have municipal power companies pay
on average 24 percent less for their power
than residents in municipalities that rely
on private utilities.
The users of municipal power companies also report that they receive better service than those who use standard
providers.
The residents of the city of Newton
would likely see reduced electricity costs
on the order of 20 percent while business
would see a reduction of around 10 percent because of their preexisting lower
rates. The establishment of a municipal
power company would also reduce power
outages and other problems because the
city would be in charge of its own electricity infrastructure and can upgrade more
quickly than if the standard providers are
responsible for upgrades. The city gov-
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Before beginning the process of establishing a municipal power company
(muni), Newton should work with other
cities and towns to support legislation that
will simplify the process, which is currently very complex and uncertain. In order to
establish a muni, Newton will need to purchase the infrastructure from the existing
owner (NSTAR). In this process, the state
Department of Telecommunications and
Energy would set an arbitrated price for
the value of the infrastructure after both
the city and the owner provide estimates.
The City would have to hire an expert to
assess the value of the infrastructure prior
to asking for the state arbitration. Under
current law, the owner does not have to accept the state’s determination and the city
might have to negotiate for a fair market
price.
In addition to supporting the proposed
state law revisions that would address
these problems, Newton might consider
filing a home rule petition with the legislature, as was done in Lexington.
Once a purchase price is agreed to, the
municipal power company issues bonds to
pay for the purchase and any upgrading
of the infrastructure system and uses the
revenue from customers to pay for off the
bonds. The City would need to hire the
necessary employees to run the muni and
to repair and upgrade the electrical system.
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This will be a long term process and may
take several years before any cost savings
or new revenue for the city is generated.
While this is a long-term project, the
potential benefits to the city and its residents are enormous. The average resident
could see a 20 percent reduction in electricity rates, while the city would likely experience a 15 percent reduction and business
would save about 10 percent. A municipal power company would also result in
improved service and increased availability of green energy.

As Mayor, Ken Parker will work with city
staff, the Board of Aldermen, and state officials to lay the groundwork for Newton
to apply to create a municipal power company with a goal of filing an application to
create a muni by January 1, 2015.

6) Develop and Implement a
Sustainable Growth Strategy
Even if the above six strategies all meet
with success, it will be difficult to meet our
revenue goals without increased property
tax growth. The key to this strategy is to
increase property tax revenues through
sustainable new growth without increasing rates and without negative impacts
on the community. Please see the Environment and Sustainable Growth Section for
more discussion of this issue.

C) Reforming Management Practices

As documented by the Blue Ribbon
Commission in their January, 2006 report
on Newton’s finances, our city is suffering from a structural deficit that, if not addressed, will result in dramatic reductions
in services over the next decade. Short- and
medium-term initiatives to control costs
and to generate new revenue will help us
get through the next few years, but longA Blueprint for Newton’s Future

term fiscal stability requires more fundamental reform.
Reforming Newton’s management
practices will not only result in ongoing
cost savings and additional revenue, it will
improve responsiveness and the quality of
services now and for future generations of
Newton residents.
We recommend that Newton adopt the
following management practices:
1) Reorganize Newton government
along functional lines with a focus on
getting results for Newton residents;
2) Increase productivity and accountability by setting goals and helping
our employees to achieve them;
3) Improve customer service and transparency, integrating public input into
decision-making processes; and
4) Reform the city’s budget process to
focus it on the programs and services
valued by Newton residents.

1) Reorganizing Newton
Government
Statement of Problem and
Opportunity
The historical development of local
government has produced a management
structure that is based on artificial distinctions among operating areas creating
redundancy and failing to focus the organization on priority functions, such as the
delivery of services, revenue generation,
and controlling costs.

Summary of Proposed Solution
Newton government should be reorganized to focus each department’s efforts
on achieving desired results, including:
i)
The creation of a Chief Financial Officer (CFO) Position;
ii) The creation of a Chief Information
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Officer (CIO) position;
iii) Reorganizing departments along
functional lines;
iv) The creation of a financial advisory
committee;
v) The creation of a health care advisory committee.

Discussion and Implementation Plan
i) Chief Financial Officer

A qualified CFO will bring professional approaches to our fiscal management
and be a key driver in reworking the city’s
budgetary processes, cash management
techniques and other financial operations
to maximize revenue generation and to
control costs. The CFO will supervise the
Treasury and will be actively involved
with counterparts elsewhere in this state
and across the country in developing innovative practices, benchmarking performance, and sharing knowledge.

ii) Chief Information Officer

A CIO will be valuable to the development and implementation of measurement and communication systems necessary to tracking and interpreting data on
how well we are meeting objectives and
customer satisfaction. The CIO will provide technical support to efforts to create a
customer service database, to implement a
311 phone system, and to create the NewtonStat performance management system.
The CIO will work to break down the walls
between departments, so that unified technologies are being applied across the entire city. The CIO will also play a central
role in making information available to
the public on budgets, planning decisions,
and operations.

iii) Departmental Reorganization

Departments should be organized
around the products and services they pro-

A Blueprint for Newton’s Future

vide. For example, rather than having four
different municipal departments managing various capital projects (Parks & Recreation, Public Works, Public Buildings, and
Planning), we should have one Director of
Capital Projects with expertise in working
with the public bidding process, contractors, subcontractors, and all of the aspects
of bringing a construction or renovation
project to fruition. Snow removal is currently done by two departments and could
be consolidated into one operation. Other
functions that would benefit from similar
treatment include information technology, human resources, and community
education.
The goal of our departmental reorganization efforts will be to align all of our
departments with our community’s priorities and with economic realities and
to make sure that everyone is working
together, tearing down barriers between
departments. That includes reviewing and
strengthening the relationships among the
Mayor, Board of Aldermen, and School
Committee to improve cooperation and
collaboration.

iv) Financial Advisory Committee

The Blue Ribbon Commission and the
Citizens Advisory Group on Newton’s
Finances have both provided valuable
information to city policymakers and the
public. Newton has many committees and
commissions, but none advising us on financial matters. Many communities benefit from having this type of group on an
ongoing basis. We should create a standing Financial Advisory Committee to tap
into the expertise of Newton residents
and offer an outside perspective on our
operations.

v) Health Care Advisory Committee

One of the fastest growing costs facing the City is providing health care for
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our employees and retirees. Newton has
many residents who are knowledgeable
about the health care industry and how we
might improve coverage and control the
rate of cost increases, including through
use of inter-municipal cooperation to increase purchasing pools. We should create
a standing Health Care Advisory Committee to provide this input.

As Mayor, Ken Parker will work with
the Board of Aldermen to reorganize
Newton government, starting with the
Fiscal Year 2011 budget process.

2) Increasing Productivity and
Accountability
Statement of Problem and
Opportunity
In order to improve services while controlling costs, we need to increase productivity. By setting clear goals and giving our
employees the tools they need to succeed,
then providing useful feedback on how we
are doing, we can deliver better services
for the people of Newton.

Summary of Proposed Solution
In order to get the results consistent
with the expectations and values of Newton residents, it necessary to create a culture
of excellence at City Hall. We must expect
excellence from our elected and appointed
officials and from our staff— starting from
the top. We need to create an atmosphere in
which everyone takes pride in their work
and knows that they are making a real difference. Towards this end, we recommend
the following initiatives:
i)
Involve employees in setting objectives and planning for results;
ii) Provide employees with the tools
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and training they need to succeed;
iii) Use project teams and neighborhood-based services to improve our
ability to track results and to improve services;
iv) Provide employees and contractors
with feedback on their work;
v) Document important processes, so
that work can be continued without
interruption when someone is sick
or leaves the employ of the City.
vi) Update human resources practices;
vii) Adopt total quality management
(TQM) protocols; and
viii) Introduce competition (both internal
and external) to cost centers.

Discussion and Implementation Plan
i) Involving Employees in Setting
Objectives

Our employees are our most valuable
asset. Many have ideas and insights into
how we could improve operational efficiency and productivity, but in our current
climate are hesitant to offer suggestions as
they believe their ideas will be ignored.
We should involve all employees in the
process of planning departmental operations to achieve our objectives. Employees whose ideas are valued and who have
a role in the decision-making process are
more highly motivated and productive
and much more invested in seeing objectives achieved.

ii) Providing Employees with Better
Tools and Training

Even the most highly motivated employee is hard pressed to achieve high
levels of performance without the proper
tools and training. We should show our
employees how much we value them by
providing them with high-quality training,
supplies, and equipment. In particular, we
should make sure all of our employees
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who are exposed to work-related dangers
have up-to-date safety equipment. Not
only is protecting the health and safety of
our workforce the right thing to do, it is
also a sound investment.

iii) Using Project Teams and
Neighborhood-Based Services

Two related techniques that have been
shown to increase productivity and accountability in other communities are
project teams and neighborhood-based
services. Project teams are groups of employees who are assigned to work together and whose performance is evaluated
as a group. Neighborhood-based services
means creating relationships between
neighborhoods and employees. For example, there are currently eighteen Parks and
Recreation Department employees maintaining thirty-five parks. If two-member
project teams were assigned four parks
each, they could work with neighborhood
associations and local volunteers to keep
their parks in great shape. Customer satisfaction with the maintenance and cleanliness of each park would be measured, fostering a sense of competition among the
teams to achieve the best results.

iv) Providing Feedback to
Employees and Contractors

Employees should be given access to
NewtonStat, so that they know the public’s satisfaction level with their work. Outstanding employees should be recognized
with awards and, where possible in the
context of legal and contractual obligations
– financial bonuses. Employees should be
provided with annual performance evaluations and should receive feedback on a
more frequent basis. The Mayor should
personally thank top performers each
month. It should be made clear that we
have high expectations, but that we will
do everything we can to help our employA Blueprint for Newton’s Future
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ees meet and exceed those expectations.

v) Document Important Processes

Far too much time is wasted when only
one employee knows how to perform an
important function, such as getting information from a computer program. By documenting in clear, easy-to-follow terms
important processes, we will save time,
eliminate road blocks, and reduce errors.
Also, with well-documented procedures,
work can be continued without interruption when someone is sick or leaves the
employ of the City.

vi) Updating Human Resources
Practices

Most businesses and other organizations the size of the City of Newton have
learned that they need to adopt modern
human resources practices to get the most
out of their workforces.
In addition to providing employees
with feedback and offering training and
tools, as discussed above, these practices
include: conducting exit interviews for departing employees to learn why they are
leaving and what knowledge they can pass
on to successors; issuing benefits statements that show employees the total value
of their compensation; conducting succession planning to make sure productivity is
not harmed by vacancies in key positions;
and developing and adopting procedures
for sharing skills and knowledge, so that

my.NewtonMA.gov
As part of our effort to make government more
open, transparent and customer-friendly, we propose a personalized web site, where each Newton
resident can set their preferences to see the information of interest to him or her. Check on school
closings, pay your taxes, apply for a dog license,
or view progress fixing your street all from one
convenient place. That’s my.Newtonma.gov.
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when an employee is sick or leaves the City
someone can step in and take over their
important responsibilities seamlessly until
a successor is hired. We should develop a
skills bank and cross-training programs,
so that employees can cover functions in
other departments and train one another.
We should also develop a program for
recognizing excellence among our employees, including offering innovation awards.
In addition, we should develop a procedure for evaluating the importance and
urgency of filling vacant positions and/or
temporarily filling vacant positions (or at
least covering key responsibilities) through
internal loan or transfer of employees.

vii) Adopting Total Quality
Management (TQM) Protocols

Businesses have long benefited from
the operational improvements of TQM
and in recent years, many cities and towns
have begun to adopt its precepts. Recently, versions of TQM tailored to municipal
government have been developed and
prototyped around the country. We should
investigate some of the successful models,
such as Lean Six Sigma, and adopt the best
practices in Newton.

viii) Introducing Competition to
Cost Centers

Testing the market is very important
to controlling costs. That means making
sure contracts are put out to public bid and
structured to attract multiple competitive
bidders. It also means opening up some
functions to internal competition or cooperation with other cities and towns and determining which service delivery method
is most cost-effective.
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3) Improving Customer
Service, Transparency, and
Measurement
Statement of Problem and
Opportunity
Achieving success requires setting clear
goals, developing realistic, well-thoughtout implementation strategies, then measuring results and making adjustments,
as needed. Since Newton currently lacks
the necessary systems to measure performance, we are not able to make these improvements to our services.
Without performance metrics, we have
experienced the predictable result that
we do not know which programs should
be modified or cut, leaving us to cut the
wrong things, often the very things our
city values most highly. Our metrics must
be based not on how our various departments are doing but rather on how well or
poorly our various programs and services
are performing.
There are currently a great many obstacles to public access to information about
budgeting, planning, and other important
decision-making processes at City Hall. As
a result of this lack of transparency, we are
failing to tap into the greatest resource of
our community—the people who live here.

Summary of Proposed Solution
In order to improve customer service,
transparency and results measurement in
Newton government, we will:
i)
Develop and deploy a customer service and performance-tracking system (NewtonStat);
ii) Integrate feedback and continuous
improvement into city processes;
iii) Provide Newton residents with access to financial documents and
budget summaries, allowing broad
Copyright © 2009 Committee to Elect Parker
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public review of our finances and input into the City’s operations;
iv) Develop and implement web-based
information-sharing tools; and
v) Foster a culture of openness and
transparency.

Discussion and Implementation Plan
i) Develop a Customer Service
Database and Performance
Management System (NewtonStat)

We do not need to re-invent the wheel
to develop an innovative customer service and performance-tracking system,
since work in this area was pioneered by
Baltimore, Maryland with the advent of
CitiStat and expanded in other communities, including Somerville, Massachusetts,
which has met with great success with
their SomerStat system. We should learn
from and build on the success of these efforts to develop NewtonStat. We can build
on the work done in other communities by
adding education and environment modules to NewtonStat. Please see page 66 for
a discussion of the NewtonStat environment module.

ii) Integrate Feedback into City
Processes

We should make performance tracking and public input integral parts of the
service delivery process, so that every employee goes to work asking what they can
do better than they did yesterday and goes
home knowing that they have succeeded
in that goal. Continuous improvement
requires a results-driven attitude and the
information tools necessary to learn from
experience. Some of the tools that will help
us to achieve these goals are web response
forms, a 311 phone system, integrating data
from all sources into one database, and
sharing information without barriers.
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iii) Provide Access to Financial
Information

By sharing information with Newton
residents and integrating public input
into every state of our budget-planning
process, we will leverage the financial
knowledge and skill of Newton residents,
who will offer cost-savings and revenueenhancement ideas every budget cycle. As
part of this process, we should offer budget information in three forms: a detailed
programmatic budget, a shorter overview
of cost centers and revenue sources, and
a concise summary of policy choices and
their fiscal consequences.

iv) Develop Web-Based Information
Tools

We should take advantage of web technologies to make it easy to find useful information. The City’s web site should include
a customer service form that allows users to
track progress toward resolving problems,
an interactive map of street repair projects,
changes to the trash collection schedule by
district, special events, etc.

v) Foster a Culture of Openness
and Transparency

The veil of secrecy over City Hall
needs to be lifted. That means allowing department heads to share information with
the public without being filtered through
a city spokesman, which position will be
eliminated.

As Mayor, Ken Parker will begin integrating customer feedback into city
processes, improving transparency of
municipal operations, and working with
city staff and the Board of Aldermen to
integrate performance measures into all
budgetary decisions starting on January
1, 2010.
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4) Reforming the City’s
Budgeting and Financial
Planning
Statement of Problem and
Opportunity
The current budget process is not
structured to take into account public input, to measure the true cost of providing
a service, to calculate the long-term consequences of budgetary decisions, or to correlate expenses with related revenue-generation and cost-savings.

Summary of the Proposed Solution
We will restructure the budget process
to make it a community-wide collaborative process of setting goals and protecting
the financial health of the City. This process will include:
i)
Budgeting programmatically for the
outcomes we hope to achieve;
ii) Factoring the interrelationship between spending and revenue into
the budgeting process;
iii) Creating a five-year fiscal plan;
iv) Developing a financial investment
plan that maximizes the return on
our financial assets; and
v) Developing a capital asset management plan that maps out the work
needed to maintain our infrastructure and other capital assets.

Discussion and Implementation Plan
i) Programmatic Budgeting

Each year’s budget process should begin by listing our goals and objectives, then
costing-out and prioritizing those programmatic goals. For each item, we should ask
what the most cost-effective way of achieving the objective is and whether there are
opportunities to achieve it at lower cost.
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This process should include negotiating a
Service Level Agreement (SLA) with the
department or contractor providing the
service. For example, we could have an
SLA that all potholes will be filled within
48 hours of being reported. It is important
to consider SLAs when examining lowercost alternatives, as it is a false economy to
pay less for a lower quality service.

ii) Factoring Spending and Revenue
Interrelationships into Decisions

Another type of false economy occurs
when an expenditure is reduced that results in increased costs or decreased revenue. For example, the elimination of parking control officers in Newton resulted in
lost parking revenue.

iii) Creating a Five-Year Fiscal Plan

Newton currently produces a five-year
fiscal forecast that shows large budget
deficits going forward with no plan to address those deficits. We should integrate
into our annual budget process a five-year
fiscal plan that takes into account the longterm impact of budget decisions, such as
deferred maintenance. This plan should
also address deferred liabilities, such as
our post-retirement health care liability.

iv) Developing a Financial
Investment Plan

Newton has an average daily cash balance of nearly $100 million. We need to
tap into all available financial expertise to
make sure we are maximizing the return
on our financial assets, while protecting
taxpayer dollars against financial market
uncertainty and maintaining sufficient liquidity. The Newton Financial Advisory
Committee should be tasked with examining our financial management strategy
with these goals in mind.
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v) Developing a Capital Asset
Management Plan

Our budget process should include examination of the cost of maintaining our
capital assets and our future needs, mapping out the work needed to maintain our
facilities, infrastructure and other capital
assets. This plan should include:
• Development of a citywide building
maintenance plan;
• A complete inventory of all capital
assets;
• A needs assessment of what assets
will be needed over the next five years
to deliver services;
• Active planning to minimize capital
project costs and to maximize value
through the use of a Building Information Modeling system to track and
manage construction, renovation, and
maintenance, giving the city more control over the early conceptual design,
programming and upgrade process
and thereby avoiding costly changes
of course later in the process;
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• Exploration of different approaches to
architectural procurement, including
design competitions and design/build
contracts;
• Realistic cost estimating at every stage
of the project; and
• Selection of firms that can quickly and
cost-effectively produce schematic design and construction budgets, such as
local firms that do not have the capacity to produce construction drawings,
but can help us to meet our building
needs within our budgets.

As Mayor, Ken Parker will begin reforming the budget process during the Fiscal Year 2011 budget cycle and will complete
these reforms in time for full implementation
during the Fiscal Year 2013 budget process.
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Notes
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