Manager’s Office
Municipal Building
93 Cottage Street
Bar Harbor, ME 04069

Kevin L. Sutherland
Town Manager
manager@barharbormaine.gov

MEMORANDUM
To: Bar Harbor Town Council and Warrant Committee
cc: Department Heads
From: Kevin Sutherland, Town Manager
Date: February 2, 2022
Re: Questions raised since the 1/27 presentation budget workshop (Budget Memo #2)
There have been several questions and points of clarification this memo attempts to address.
1) Can you clarify the reduction offset and the “one-time” proposed in the sustainability
coordinator?
Reduction offset
In the manager’s presentation it was shown that there was a $20,000 reduction in one account line
from another organizational line in the budget.

That number had come from a miscellaneous account. See the last org (section 1036) on page 4 of
the expense section of the budget. Online version HERE.
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This is where I believe the confusion lies. There had been a request for the “2023 Department” line
of 1036.5356 to be $30,000 by the Climate Emergency Task Force and I reduced it to $10,000 (a
reduction of $20,000 which I presented). But really, from a budget to budget it is only $5,000 less.
So, the net change in the ppt slide should have read $89,000.
One-Time
As for the one-time, this is meant to cover one-time costs. A new desk, chair, monitor, or computer,
etc. this is an expense that would be covered with our fund balance. It would removed from the
account line in the next year’s budget (FY24). It would not have an impact on the property tax rate.
However, given the error in the previous paragraph, the tax levy in the ppt slide should have read
$86,500.
For further clarification, this was just an error in the PowerPoint slide, the information
correction does not further impact the bottom line in the overall budget number presented
on January 25th. If the Council decides to remove the position, I hope they would return the
miscellaneous account to $30,000 to cover other efforts toward climate action.
2) While you’re at it, would you also clarify the Communications Coordinator position?
Sure! The second service enhancement in the budget for the Manager’ Office showed 35,000 in
reductions from a miscellaneous account.
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Again, I had zeroed out what had been populated in the original “2023 Department” budget column
as an offset for this new position. The real change from budget to budget would be a reduction of
$16,100. The net change in the ppt should have been $77,900.
And similarly, with the one-time, the tax levy amount would be 75,400.

For further clarification, this was just an error in the PowerPoint slide, the information
correction does not further impact the bottom line in the overall budget number presented
on January 25th. If the Council decides to remove the position, I hope they would return the
miscellaneous account to $35,000 to cover other efforts toward communication and
community engagement.

3) Why was there a reduction in the Island Explorer line? I thought the Council directive was
to increase the amount provided to the Island Explorer?
This question is also in reference to a miscellaneous account in the general fund. See the last org
(section 1036) on page 4 of the expense section of the budget. Online version HERE.
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17,000
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10,000
30,500
26,000
42,000
1,000
40,000
13,500
20,000

0.0%
34.1%
-100.0%
-33.3%
0.0%
-5.1%
3.4%
0.0%
-27.3%
-67.0%
0.0%

$

284,002

$

302,226

$

227,500

-19.9%

The projection column has the correct amount that was coming from the general fund. The original
budget reflects an accounting practice where revenue was provided to another organizational unit
from the parking fund, so this is more of general fund budget clean up from the previous year. Island
Explorer has received about $40,000 in the past coming from a combination of the General Fund
1036.5924, Parking Fund, and Cruise Ship Fund. On the next page is a table which helps clarify.
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Island Explorer funding

General Fund
Cruise Ship Fund
Parking Fund

FY23
Manager's
FY22
Projected
Budget
$13,500
$13,500
$20,666
$94,106
$5,000
$216,438
$39,166
$324,044

Delta
$0
$73,440
$211,438
$284,878

Where to find?
Section 3, Page 4
Section 4, Page 2
Section 5, Page 3

4) What are the intended uses of the ARPA funds?
In FY22, Bar Harbor received roughly $293,000 and in FY23 will receive another $293,000 for a
rather broad, yet justified set of uses related to the pandemic. As part of the Final Rule set by the
Federal Government in January 2022, those uses became even more flexible. My recommendation
was to use the FY23 revenues to offset the expenditures related to schedule change and added shift
to the Fire Department.
I hadn’t realized there had been all this effort to solicit suggestions for use of ARPA funds until the
end of last week, but I would stand by my recommendation for FY23.
I truly appreciate all the work that has been done to identify some priorities and use of the ARPA
shouldn’t go unrecognized – in fact, I think they’re great ideas for additional grant opportunities and
there are several out there now with deadlines coming up in the months ahead.
Also, if cruise ships are delayed past the spring due to the pandemic, we’ll be without that revenue to
offset planned expenses in FY22. We will need the remaining FY22 ARPA funding in this budget to
cover those expenses to reduce the impact on our bottom line.
5) What is Overlay? (Section 1, Page 5)
The most basic explanation of overlay is that it is hedge against those who do not pay their taxes.
We budget under the assumption that everyone pays 100% of their tax bill. However, if someone
does not pay, we use this expense to make our own revenues whole. Another example of a tool that
does this is tax abatement (Section 3, Page 4). Once the assessors certifies the taxable value of the
community for the tax year, this is used by the assessor when a valid argument can be made by a
property owner that their assessment was incorrect and a modification to their tax bill needs to be
made.
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6) Does the Education Budget have its own separate fund balance?
The school does hold its own fund balance - it is accounted for separately under the audit and in the
Town’s records. Education fund balances are to stay with the school per State statute, not roll into
the Town’s fund balance. There are two audits performed on the records, one for the school that
encompasses just the funds related to the school budget (K-8) and one for the Town which does
include the school as a department. The High School is it’s own District and is audited separately.
7) Do we vote/recommend to accept the various department fee schedules, or, if there are
changes, have these fees changes already been instituted?
Of the fees, the Harbor division made a few small changes to its fees and added two new fees 1) for
Seafood Buyer permit and 2) commercial use. Otherwise they remain flat. Should the Council wish
to change any of the fees, they should do so as part of this process giving staff time to determine the
revenue impact.
8) Cruise Ship Fund money is woven throughout many of these budget lines. How might a
reduction in cruise ship funding be addressed in this budget?
I hope to address this as part of the presentations on 2/8 next week. But briefly, if the cruise ship
fund were to go dry, roughly: $180,000 of direct expenses would not be expensed, $240,000 of
portions of staff time and contracts for things like cleaning the public restrooms would have to shift
to the general fund. That would have to be paid for with cuts to services elsewhere or with a tax
increase. Likewise, the $250,000 for Capital projects (see Section 4, Page 3) would have to be heavily
scrutinized to determine what has to be done (tax increase as part of FY23), what can wait (future
year CIP expense), and what no longer needs to be done (removed from the CIP).
9) In the Planning budget, 1034-5836 - Postage and shipping costs totaling $11,500. Might less
be required in this line as a result of outsourcing large mailings in the Clerk’s office, [1014
5335 contract out large service mailings $4,500]?
The service increase 1014-5335 does not impact planning postage, but it does represent a slight
savings for the Town Office postage line, 1026-5836 which we’ve accounted for in the budget. The
Planning budget postage line 1034-5836 is specifically for that department’s work and the boards and
committees that it oversees. The biggest part of that is actions by the Planning Board and the
ordinance driven requirements around it.
For Land Use Ordinance amendments affecting the entire town, two town-wide mailings have to be
sent out, one for the Planning Board hearing and one for the Town Council hearing. The postage for
the former comes from the Planning budget, the latter from the Town Clerk and Town Offices
budgets. These notice requirements are outlined in the Land Use Ordinance 125-9 B and C
https://ecode360.com/8374147
10) Revenue 1082 Unclassified
All Pilot payments have increased [except for ANP in 1092]
Did the entities do this voluntarily? How were the increased amounts decided upon?
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Payment In Lieu Of Taxes is 100% Voluntary. We’ve used the current Fiscal Year to project next
year. As for Acadia Nation Park, they have Federal Funding model and it varies year to year.
11) What happens if all of the money allocated for union negotiations is not distributed as part of
the agreement?
Remaining non-expended dollars would fall to the fund balance at the end of the fiscal year or help
offset overages in other parts of the employee benefits budget.
12) CIP Revenues - Which amount are we making a recommendation for? (Section 6, Page 1)
Total Revenues and Other Sources = $11,745,200
Total Non-Tax Revenue = $7,917,251
I think it would help to explain more about the CIP revenue streams. Looking at the FY23
Requested column in section 6, page 1:
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The Non-Tax Revenue of $7,917,251 is a given, when you consider contracts, state aid, prior bond
approvals and the follow up plans to expend those bonds, etc.
The Total Transfers In is made up of the general fund supported piece of the capital program
$2,131,720 as well as any use of fund balance $150,000 to help further support the program for a
total of $2,281,720.
Finally, Total Transfers from Other Funds is a make up of transfers in to pay for capital projects
related to Sewer and Water $10,000 and support projects paid for from the parking fund $1,289,935
and the cruise ship fund $246,294.
The sum of these make up the Total Revenues and Other Sources line $11,745,200 after the Total
Transfer In line has been reviewed.
The following Section 6 pages provide lists and then narratives about what is planned to be spent in
FY23 from the Capital Program by department.
Should there be changes to those expenditure plans, it will impact which revenue line is impacted by
that change.
Example:
Parks Division (Section 6, Page 4)
A request is made to increase the tree planting budget from $8,000 to $10,000.
This would increase the Total Transfers In to $2,133,720
Likewise, changes to items that are funding by the Parking Fund or Cruise Ship Fund would impact
the revenue from that fund and the Total Transfers from Other Funds.
Finally, this information influences what is on the Warrant Article (Section 1, Page 5)

