
 

 

 

  

  

 

 

 

 

 

 

 

To: Westford Select Board 

From: Kristen Las, Town Manager 

Date: February 27, 2024 

Re: FY25-28 Budget Forecast 

 

 

This memo provides an updated analysis with the direction provided by the Select Board at their 

February 13, 2023 meeting. The Board had directed us to provide a scenario with a $6.8 million 

override using an override stabilization fund, and to further reduce the general fund budget 

presented on December 12, 2023 by an additional $500,000, or $1,000,000 total. We have also 

been asked to show the impact of a $6,000,000 override on the operating budget and the projected 

impact to services. This memo is in addition to the revised memo dated February 16, 2024. 

 

Working in conjunction with the school administration, we were able to find reductions and 

efficiencies totaling $1,101,714 (see attached list) in the FY25 override budget. The projections 

for FY26 to FY28 were also updated in the financial model so the projections will vary from the 

original analysis presented on February 13th. We believe most of these reductions will be an 

ongoing savings each year and that has been built into the projection. With this updated projection, 

the stabilization fund is projected to last until FY28. 

This analysis differs from the scenarios provided in the earlier memo in three ways and these 

scenarios can't be directly compared with scenarios 1-4 in the February 16th memo.  The first is 

that the scenarios contained here use the reduced FY25 budget directed by the Select Board.  The 

second is that the lower funding requirement in FY25 leads to a larger amount available in the 

stabilization fund for subsequent years.  The third difference is in the amount of the override itself, 

the $6.8 million override providing $800,000 additional funding to preserve key positions, largely 

in student facing or public safety facing roles. 

Scenario 1:  $6.8 million override with a stabilization fund 
Description:   This case would include a $6.8 million override that would take full effect in FY25 

and would include the establishment of a Stabilization Fund. The analysis shows that $4.2 million 

of the override collected would be applied to balance the FY25 budget and the remainder would 

be kept in a stabilization fund to supplement the FY26, FY27, and FY28 budget. A smaller amount 

($400,000) of the stabilization fund will be required in FY26 than in previous scenarios because 

of the budget reductions. With this updated projection, the stabilization fund is projected to last 

through FY28, which is the year we are expected to see new growth from the MBTA Communities 
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bylaw amendment and we should be able to realize some of the efficiencies in the Budget Task 

Force Report. 

 

FY25 FY26 FY27 FY28

Gernal Fund Budget Projection

General Fund Base Revenue Projection 124,822,332.00 133,574,113.00 141,605,450.00 145,856,782.00

Prop 2 1/2 Override Tax Levy Increase 4,200,000.00 2,600,000.00 0.00 0.00

Use of Override Stabilization Fund 0.00 400,000.00 1,100,000.00 1,100,000.00

Total General Fund Revenue 129,022,332.00 136,574,113.00 142,705,450.00 146,956,782.00

Updated General Fund Cost Projections 129,022,332.00 137,268,767.00 144,427,298.00 148,818,962.00

Variance 0.00 (694,654.00) (1,721,848.00) (1,862,180.00)

FY25 Override Amount 6,800,000.00 0.00 0.00 0.00

Override Stabilization Fund

Stabilization Balance 0.00 2,600,000.00 2,200,000.00 1,100,000.00

FY25 Tax Surplus to Stabilization 2,600,000.00 0.00 0.00 0.00

Drawdown of Override Stabilization 0.00 400,000.00 1,100,000.00 1,100,000.00

Override Stabilization Balance 2,600,000.00 2,200,000.00 1,100,000.00 0.00

Cumulative Budget Reductions

 FY25 - Incorporated into Budget See attached table See attached table See attached table See attached table

 FY26 (700,000.00) (700,000.00) (700,000.00)

 FY27 (1,100,000.00) (1,100,000.00)

 FY28

Cumulative Budget Reductions 0.00 (700,000.00) (1,800,000.00) (1,800,000.00)

Estimated General Fund Surplus / (Deficit) 0.00 5,346.00 78,152.00 (62,180.00)

SCENARIO 1

Multi-Year Override Model with a Stabilization Fund - $6,800,000

 
 

Three Year Cumulative Service Impact – 6.8 million override (single step): 

In this scenario, the override will not be able to fund all of the projected cost increases occurring 

in the next four years. The override will be combined with a series of efficiencies or reductions in 

order to balance the budget each fiscal year. In this particular scenario, we are reducing the FY26 

budget by $700,000, and the FY27 budget by $1,100,000 for a total decrease of $1,800,000. The 

analysis below shows how that may impact staffing levels. 

 
Estimated Full Time Equivalent Reductions FY25 FY26 FY27 FY28

Town % 30.00% 30.00% 30.00%

Town Reduction (210,000.00)                  (540,000.00)                  (540,000.00)                  

Town Equivalent Jobs @ $70,000 (3.00)                             (7.71)                             (7.71)                             

School % 70.00% 70.00% 70.00%

School Reduction (490,000.00)                  (1,260,000.00)               (1,260,000.00)               

School Equivalent Jobs @ $70,000 (7.00)                             (18.00)                           (18.00)                           

Total Cumulative Reduction -                                (700,000.00)                  (1,800,000.00)               (1,800,000.00)               

Total Equivalent Jobs @ $70,000 -                                (10.00)                           (25.71)                           (25.71)                            
*This table is for projection purposes only and is based on the town and school historical share of expenses. Each 

fiscal year will have a detailed budget process that carefully evaluates the specific challenges and opportunities to 

ensure we minimize the impact to services. To give an idea how services might be impacted, the projected reductions 

were calculated into an estimated equivalent salary of $70,000 per employee. 
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Scenario 2:  $6.0 million override with a stabilization fund 
Description:   This scenario would include a $6.0 million override that would take full effect in 

FY25 and would include the establishment of a Stabilization Fund. $4.2 million of the override 

would still be applied to balance the FY25 budget, however, only $1.8 million would be allocated 

to the override stabilization fund. and the balance would be kept in a stabilization fund to 

supplement the FY26 and FY27 budget. $1.1 million of the stabilization fund will be used to fund 

the FY26 budget. Since the override amount is $800,000 less, there will be approximately 

$820,000 less in tax revenue to fund the projected expenses. Therefore, the stabilization fund will 

be used sooner, with $1.1 million applied in FY26 and the balance of $700,000 used in FY27. 

Because the stabilization is depleted, we are left with a fiscal cliff in FY27 that will require 

efficiencies and reductions of $2.1 million. FY28 will require an additional $800,000 reduction as 

well. 

 

FY25 FY26 FY27 FY28

Gernal Fund Budget Projection

General Fund Base Revenue Projection 124,822,332.00 133,554,113.00 140,764,950.00 145,095,269.00

Prop 2 1/2 Override Tax Levy Increase 4,200,000.00 1,800,000.00 0.00 0.00

Use of Override Stabilization Fund 0.00 1,100,000.00 700,000.00 0.00

Total General Fund Revenue 129,022,332.00 136,454,113.00 141,464,950.00 145,095,269.00

Updated General Fund Cost Projections 129,022,332.00 137,268,767.00 144,427,298.00 148,818,962.00

Variance 0.00 (814,654.00) (2,962,348.00) (3,723,693.00)

FY25 Override Amount 6,000,000.00 0.00 0.00 0.00

Override Stabilization Fund Balance

Stabilization Balance 0.00 1,800,000.00 700,000.00 0.00

FY25 Tax Surplus to Stabilization 1,800,000.00 0.00 0.00 0.00

Drawdown of Override Stabilization 0.00 1,100,000.00 700,000.00 0.00

Override Stabilization Balance 1,800,000.00 700,000.00 0.00 0.00

Cumulative Budget Reductions

 FY25 - Incorporated into Budget See attached table See attached table See attached table See attached table

 FY26 (800,000.00) (800,000.00) (800,000.00)

 FY27 (2,100,000.00) (2,100,000.00)

 FY28 (800,000.00)

Cumulative Budget Reductions 0.00 (800,000.00) (2,900,000.00) (3,700,000.00)

Estimated General Fund Surplus / (Deficit) 0.00 (14,654.00) (62,348.00) (23,693.00)

SCENARIO 2

Multi-Year Override Model with a Stabilization Fund - $6,000,000

 
 

Three Year Cumulative Service Impact – 6.0 million override (single step): 

The impact of the reduced tax levy and lower stabilization fund contribution results in an estimated 

loss of 52 full time positions between the town and schools by FY28 as compared to 25 with the 

$6.8 million override. 
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Estimated Full Time Equivalent Reductions FY25 FY26 FY27 FY28

Town % 30.00% 30.00% 30.00%

Town Reduction (240,000.00)                  (870,000.00)                  (1,110,000.00)               

Town Equivalent Jobs @ $70,000 (3.43)                             (12.43)                           (15.86)                           

School % 70.00% 70.00% 70.00%

School Reduction (560,000.00)                  (2,030,000.00)               (2,590,000.00)               

School Equivalent Jobs @ $70,000 (8.00)                             (29.00)                           (37.00)                           

Total Cumulative Reduction -                                (800,000.00)                  (2,900,000.00)               (3,700,000.00)               

Total Equivalent Jobs @ $70,000 -                                (11.43)                           (41.43)                           (52.86)                            
 

The residential tax difference on the average house assessed at $756,500 in FY25 is 

approximately $90 less with the $6.0 million override as compared to the $6.8 million override. 

 

Summary:  The additional $800,000 in the override amount increases the tax levy each year and 

provides a higher stabilization balance that preserves an estimated 26 positions through FY28, by 

which point we forecast additional new growth revenue and efficiency gains can be realized. 

 

Impact to Taxpayer - $6.8 million override (single step) 

Lastly, we’ve been showing how the override will impact the average tax bill in Westford over 

the next four years. We wanted to show the override scenario with multiple property values to 

give residents a better understanding how the override may impact their household. 

 

Example 1: Single-family house assessed at $558,000 (25th percentile) 
Estmated Tax Impact - $558,000 House FY25 FY26 FY27 FY28

Property Tax (Assumes 2.5% inc. per year) 7,683.78 7,875.87 8,072.77 8,274.59

Override 563.56 577.65 592.09 606.89

Debt Exclusion 132.48 167.61 265.67 263.01

CPA Assessment 213.77 225.03 240.03 255.31

Total 8,593.59 8,846.16 9,170.56 9,399.80  
 

Example 2: Single-family house assessed at $625,000 (35th percentile) 
Estmated Tax Impact - $625,000 House FY25 FY26 FY27 FY28

Property Tax (Assumes 2.5% inc. per year) 8,606.38 8,821.54 9,042.08 9,268.13

Override 631.23 647.01 663.19 679.76

Debt Exclusion 148.39 187.73 297.57 294.59

CPA Assessment 241.44 253.39 269.10 285.11

Total 9,627.44 9,909.67 10,271.93 10,527.59  
 

Example 3: Average single-family house assessed at $756,500 (50th percentile) 
Estmated Tax Impact - $756,500 House FY25 FY26 FY27 FY28

Property Tax (Assumes 2.5% inc. per year) 10,417.16 10,677.59 10,944.53 11,218.14

Override 764.04 783.14 802.72 822.79

Debt Exclusion 179.61 227.23 360.18 356.57

CPA Assessment 295.77 309.08 326.18 343.62

Total 11,656.58 11,997.04 12,433.60 12,741.11  
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Estmated Tax Impact - $891,000 House FY25 FY26 FY27 FY28

Property Tax (Assumes 2.5% inc. per year) 12,269.26 12,575.99 12,890.39 13,212.65

Override 899.88 922.38 945.44 969.08

Debt Exclusion 211.54 267.63 424.21 419.96

CPA Assessment 351.33 366.03 384.56 403.46

Total 13,732.01 14,132.03 14,644.60 15,005.15  
 

Example 5: Single-family house assessed at $1,082,000 (90th percentile) 
Estmated Tax Impact - $1,082,000 House FY25 FY26 FY27 FY28

Property Tax (Assumes 2.5% inc. per year) 14,899.37 15,271.85 15,653.65 16,044.99

Override 1,092.79 1,120.11 1,148.11 1,176.82

Debt Exclusion 256.89 325.00 515.15 509.99

CPA Assessment 430.23 446.90 467.45 488.42

Total 16,679.28 17,163.86 17,784.36 18,220.21  
 

 



Town of Westford

FY25 Budget Adjustments to Override Budget

February 27, 2024

ORG OBJ Date Current Position Original FY25 Budget Proposed FY25 Budget Increase / (Decrease) Comments

01122200 578020 Select Board Community Initiatives 7,650.00 0.00 (7,650.00) Strategic Planning Retreat

01123100 515050 Town Manager Longevity 1,400.00 700.00 (700.00)

01123100 530500 Management Performance Training 10,000.00 8,000.00 (2,000.00)

01123100 571100 Meetings & Conferences 6,880.00 6,000.00 (880.00)

01131200 571100 FinCom Meeting & Conferences 165.00 0.00 (165.00) Per request

01132100 511510 Finance Administrative Analyst 21,912.00 0.00 (21,912.00) Open Position Shared w/ Accounting - Reduced to 19.5 Hours

01135100 511510 Accounting Administrative Analyst 46,119.00 35,403.00 (10,716.00) Reduction of 6 hours per week

01135100 515050 Accounting Longevity 1,900.00 2,650.00 750.00

01145100 515050 Treasurer / Collector Longevity 950.00 1,900.00 950.00 Transfer Admin Analyst to Treasurer/Collector

01152200 570000 HR Professional Development 10,041.00 8,000.00 (2,041.00)

01220200 541010 Fire Gasoline 52,059.00 45,000.00 (7,059.00)

Westford Public Schools Operating Budget 70,501,833.00 70,501,833.00 0.00 Original School Adjustment

Reduce Comp Reserve (114,997.00) (114,997.00)

Reduce Transportation (100,000.00) (100,000.00)

Reduce district-wide administration (3.0 FTE) (350,000.00) (350,000.00)

Restructure instructional support leadership

Eliminate Director of Equity, Curriculum & Instruction position

Restructure K-5 Curriculum Coordinators for STEM and 

Humanities

Increase Food Service Offset (145,000.00) (145,000.00)

Approximately $145k from Food Service for Head Custodians; 

this increases the total FY25 offset from this account to $157,291

Increase Integrated Preschool Revolving Fund Offset (50,000.00) (50,000.00)

For Mid-day run of  bus transportation  costs; this increases the 

total FY25 offset from this account to $257,200

Increase Instructional Grade 3-5 Music Fee Revolving Offset (15,000.00) (15,000.00)

Offset more of the Music Teachers’ salaries; this increases the 

total FY25 offset from this account to $150,000

Increase Building Usage (10,000.00) (10,000.00)

Offset Facility budget, this increases the total FY25 offset from 

this account to $30,000

01310200 569010 2/1/2024 N.V.T.H.S. Assessment 1,465,893.00 1,484,842.00 18,949.00 Updated assessment from NVTHS

01405100 511020 DPW Director 164,848.00 163,555.00 (1,293.00)

01405100 515050 DPW Longevity 950.00 0.00 (950.00) Reduction - Turnover

01421100 515050 Highway Longevity 11,150.00 10,200.00 (950.00)

01424100 521010 Electrictity Street Lights 30,000.00 20,000.00 (10,000.00) One more year of credit

01430200 529050 Curbside Collection 1,700,000.00 1,715,000.00 15,000.00

4 - 6-Wheel Dump Trucks - Reduce to 2 and Use Ch 90 Money 148,050.00 0.00 (148,050.00)

OPEB 1,400,000.00 1,375,000.00 (25,000.00) Fund w/ $200,000 of Free Cash - October 2024

63630100 512270 Other Recreational Staff 300,000.00 285,000.00 (15,000.00) Lowers G/F Subsidy by $15k. Can supplement at TM if needed

Fund 630 Apply Rec. Enterprise Additional Retained Earnings 1,194,227.00 1,119,227.00 (75,000.00)

Fund 280 Roudenbush Debt Service Offset from Revolving 13,000.00 0.00 (13,000.00) Per Lease Agreement

Fund 280 Offset Cemetery Budget with Revolving Account 10,000.00 0.00 (10,000.00) Use Perpetual Care Expendable Trust to offset budget

Subtotal 77,099,027.00 75,997,313.00 (1,101,714.00)

FY25 Budget Adjustments

Expenses



ORG OBJ Date Current Position Original FY25 Budget Proposed FY25 Budget Increase / (Decrease) Comments

State Aid Original FY25 Budget Proposed FY25 Budget Increase / (Decrease)

Chapter 70 18,009,063.00                      17,963,625.00 (45,438.00) Per Governor's Budget

Unrestricted Aid 2,566,008.00                        2,616,820.00 50,812.00 Per Governor's Budget

Veterans' Benefits 13,102.00                             12,181.00 (921.00) Per Governor's Budget

Exempt: Vets, Blind, Surv Spouses 101,088.00                           105,045.00 3,957.00 Per Governor's Budget

State-Owned Land 395.00                                  394.00 (1.00) Per Governor's Budget

Charter Tuition Reimbursement 56,384.00                             56,805.00 421.00 Per Governor's Budget

State Aid Assessments

Special Education Ch 71 -                                        (18,483.00) (18,483.00) Per Governor's Budget

Mosquito Control (115,409.00)                          (117,897.00) (2,488.00) Per Governor's Budget

Air Pollution Control District (9,699.00)                              (9,468.00) 231.00 Per Governor's Budget

Regional Transit Authority (194,244.00)                          (189,618.00) 4,626.00 Per Governor's Budget

Registry MV-Non-Renewal Surcharge (7,476.00)                              (11,680.00) (4,204.00) Per Governor's Budget

School Choice Sending Tuition (119,823.00)                          (178,806.00) (58,983.00) Per Governor's Budget

Charter School Sending Tuition (182,928.00)                          (192,850.00) (9,922.00) Per Governor's Budget

Local Revenue

Investment Income 461,250.00                           541,643.00 80,393.00

Over $400,000 through December - rates expected to drop next 

year

Subtotal 20,577,711.00 20,577,711.00 0.00

Water Enterprise - PFAS Remedication Treatment Plants 864,000.00 44,000.00 (820,000.00) Budgeting for short term interest only

Subtotal 864,000.00 44,000.00 (820,000.00)

FY25 Revenue Adjustments

Other FY25 Adjustments - No General Fund Impact


