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Town staff present:		Ron Nalley, Town Administrator
Angie Murphy, Town Clerk
Steve Freeman, Public Works Director
Barry Creasman, Senior Water Operator
Stefan Stackhouse, Finance Officer
David Currie, Building Inspector/Code Administrator
Jack Staggs, Chief of Police 
				
Approximately ten members of the public were in attendance throughout the day.  Mayor Helms called the meeting to order at 9:08 a.m. and gave the invocation.

Agenda Approval

Mayor Helms suggested amending the agenda to move Item 8: Update on Current Projects/Services/Issues to the first item to be discussed after the Council returned from lunch with the remaining items falling back into place.  Commissioner Vinson moved to adopt the meeting agenda as amended.  Commissioner Otto seconded and the motion carried 5/0.  

Board of Commissioners’ Areas of Responsibility/Community Group Representation

Board member Areas of Responsibility, Community Group Liaison and Audit Committee appointments as follows:

	Areas of Responsibility

	Commissioner of Communications: 
	Commissioner Fouche 

	Commissioner of Environment: 
	Commissioner Vinson 

	Commissioner of Finance: 
	Commissioner Otto 

	Commissioner of Planning, Zoning and Inspections: 
	Commissioner Standaert 

	Commissioner of Public Safety: 
	Commissioner Standaert 

	Commissioner of Public Works: 
	Commissioner Gilliland 

	Commissioner of Sanitation: 
	Commissioner Gilliland 

	Community Group Liaisons

	French Broad River Metropolitan Planning Organization (MPO) and Transportation Advisory Committee (TAC): 
	Mayor Helms 

	Land-of-Sky Regional Council: 
	Mayor Helms 
Commissioner Gilliland, Alternate 

	Montreat Cottagers Association Board: 
	Commissioner Standaert 

	Montreat Cottagers Wilderness and Open Space Committee: 
	Commissioner Vinson 

	Montreat Landcare Committee: 
	Commissioner Vinson 

	MRA Wilderness Committee: 
	Unassigned at this time 

	Open Space Conservation Committee: 
	Commissioner Vinson 

	Presbyterian Heritage Center: 
	Commissioner Fouche 



	Audit Committee Appointments

	Commissioner Gilliland
	Commissioner Standaert


Commissioner Vinson, Chair

Commissioner Vinson mentioned that the Mountain Retreat Association (MRA) had never invited the Town of Montreat MRA Wilderness Committee representative to meetings in the past.  Commissioner Standaert expressed her thoughts that our representation should be included in the meetings.  Mayor Helms is going to speak with the Conference Center and then report back to the Council on who will take the open committee seat.

Review of Previously Adopted Goals and Objectives: Fiscal Year 2015-2016

Mr. Nalley briefly reviewed for Council the status of the 49 departmental goals and objectives established for the current fiscal year.  Commissioner Fouche asked for further explanation about the Greenways and Mr. Nalley referred to a section in the packet that explained the purpose and future projects of the Pedestrian, Bicycle and Greenways Master Plan.  Mr. Nalley also elaborated on the current project of connecting Lookout Road to Lake Susan Dam which is scheduled for consideration in the spring.  In 2012 monies had been set aside for this project, but disagreements with the MRA over right of way led to an additional $20,000 in attorney fees which resulted in the removal of this section from the project.  

Board of Commissioners Rules of Procedure Review

Commissioner Standaert expressed the need for updating the Rules of Procedure to more closely follow the Board’s Order of Business for meetings and would like for Mr. Nalley and the Town Clerk to complete a more thorough review of the Rules for possible changes.  Commissioner Standaert also mentioned that she’s received a lot of emails from the community about the three minute limit during the Public Comments period.  A question was posed with regards to whether Commissioners could or should respond during the Public Comments period and Mr. Nalley advised that while the Board’s Rules of Procedure states Commissioners are not expected to comment, a Commissioner could choose to respond but should use caution while doing so.  Mayor Pro Tem Fouche felt that the timer countdown on the screen was intimidating but that the three minute limit was adequate.  The Council then had a general discussion about the need for an Agenda Meeting.  Commissioner Vinson suggested adding a thirty minute public comment time prior to the Agenda Meeting for the community to discuss topics and concerns with the Board.  The Board decided that beginning at the March Agenda Meeting a Public Forum tentatively called “Conversations with Commissioners” will be added from 6:30 p.m. until 7:00 p.m. with the Agenda meeting starting at the regular time.  The Commissioners will be addressed as a Council-At-Large not singling out a specific Council Member.  The three minute time limit will still be in effect but written remarks will be accepted.  The Board will reevaluate this change in September to determine the usefulness of the public forum.  

Finance

2016-2021 Capital Improvements Plan:	The 2016-2021 Capital Improvements Plan (CIP) is pending until Mr. Nalley receives further direction from the Council during the Board Retreat.  It is important for staff to know where the Council’s priorities are in order to appropriately allocate funds during the CIP and Budget process.

2016-2017 Annual Budget Highlights:  Mr. Stackhouse presented and reviewed a budget planning memorandum containing preliminary General Fund revenue and expenditure projections for the coming fiscal year.  He noted there were limited options for new revenue sources, aside from soliciting additional Payment in Lieu of Taxes (PILOT) donations from community non-profit entities.  Community Service Fees from the Montreat Conference Center remain estimated at $50,000.  

General Fund expenditure projections for the upcoming budget preparation cycle include capital project funding, fuel and utility costs, payroll expenses and likely increases in employee health insurance rates. Department heads will be asked to carefully evaluate current programs and proposed expenditures to identify cost saving opportunities.  The CIP is inherently one of the most discretionary areas of our budget.  While this section of the budget is planned on a multi-year basis, the Board does have the flexibility to downsize, defer, or even delete planned projects.  Payroll and Capital Outlays combined account for approximately 90% of our General Fund.  This leaves a very limited scope to save much money, especially given that many of these expenditures are essential and can not be cut.  Only in the capital budget could any substantial expenditure reduction be achieved.

Current fiscal year Water Fund expenditures are budgeted at $327,000.  The Town last increased its water billing rates in 2012 to $4.83 per thousand gallons of usage for all customers. Monthly access fees remain at $14.00 for 3/4 inch lines, $90.00 for 1” lines, and $220.00 for 2” lines.  Since it has been several years since the Town has made any changes to this fee structure, Staff feels that it is time to revisit it.  The Town has received letters from the Local Government Commission for two years in a row expressing concern about the adequacy of the rate structure and long-term fiscal sustainability.  Staff has asked the North Carolina Rural Water Association to review our rate structure in light of our financial position and usage patterns.  The NC Rural Water Association is recommending an overall rate increase of 2.5%.  Given that the Metropolitan Sewerage District has followed a policy of routinely increasing their rates by 2% annually and the Town has had no increases for the past four years, this is a very modest increase.  Three options were presented to the Board with regards to water rates.  In response to a question from Mayor Helms, Mr. Nalley offered his opinions on the three options presented.  After much discussion, the consensus of the Board was to increase rates and access fees by 2.5% across the board while making sure to educate the Town on the need for the increase.

Stormwater Utility Update:  Staff has identified the need to engage professional services to evaluate the effectiveness of our current stormwater treatment system, to determine where corrections must be made, and to project the associated costs; also hard data is needed to establish priorities in adequately financing future stormwater management and to substantiate the Town’s base fees.  In 2014, staff received notification by a state engineer with the NC Floodplain Mapping Program that any modifications to existing stormwater infrastructure must be reviewed and bear the seal of a North Carolina engineer with expertise in the area of stormwater systems.  It has already been established through prior discussion and direction from the Board that a stormwater utility-funded by a tiered approach to the stormwater fee-is the most appropriate mechanism to finance administration of the program.  At this time, staff is looking to the Board for direction on whether to re-issue the Request For Qualification and select a consultant to provide the necessary data and background information we need to proceed with the program.  Mr. Nalley reminded the Board that revenue from the Powell Bill will have to be dedicated to repaving roads wherein the past money from the Powell Bill has been used for street signs and storm drainage.  Following discussion, the Board decided that the Stormwater Utility Fee is not something that they wish to pursue this year.  

Finance

Comprehensive Plan Review:  The Town of Montreat’s Comprehensive Plan serves as a strategic policy guide for future development, infrastructure and service decisions over a 15 to 20 year period.  The Plan was originally adopted in April 2008, and includes 97 long-and short-term goals and strategies for addressing a number of key community desires and issues identified during the course of its development, including 45 short-term goals, 42 mid-term goals and ten long-term goals.  To date, the Town has completed or significantly completed 69 goals or approximately 71% of the total number contained in the Plan.  An additional 3% are in progress.  Many of the remaining 25 goals have come under consideration by the Board, but have not moved forward due to unfavorable legislative changes, lack of public support, and other similar reasons.  Mr. Nalley briefly reviewed an updated implementation matrix detailing the current status of each of the recommended short-, mid-, and long-term goals and strategies.  The matrix also provided a brief status explanation for those goals that have achieved limited progress.

The Comprehensive Plan is intended to be reviewed and updated every five years, and LandDesign, the professional consulting firm that assisted with the development of the 2008 Comprehensive Plan has submitted an initial cost estimate of approximately $67,000 to update the Plan.  This amount is subject to further amendments and reductions based on the final scope of work.  After discussion, the Board decided to check with the N.C. League of Municipalities to determine if they may be able to assist the Town with updating the Comprehensive Plan.

Services and Infrastructure

Disaster/Emergency Planning:  The Police Department would like to emphasize the importance of the Incident Command System (ICS).  This system is the backbone of all disaster and emergency planning for the Town.  Without following the guidelines of this system and properly documenting the event, the Town may not be reimbursed for any related losses.  ICS courses are available to all administrative staff and can be taken online at FEMA.gov.  It is mandatory that each Board member take the 100, 200 and 700 courses.  Chief Staggs touched briefly on the Police Department and Public Safety concerns related to Texas Road Bridge and feels that having an additional route available would allow for greater flexibility and improved access for all emergencies.  Major improvements are still needed in the Town Services Building that houses the Police Department.  Chief Staggs indicated that there is a serious need to convert office space into a secured and alarmed evidence room.  

2015 Year-End Police Activity Report:  Chief Staggs then reviewed his year-end departmental activity for 2015.  He explained the types of services and assistance provided to Montreat College and the Montreat Conference Center, as well as how those calls are categorized and represented on monthly and year-end departmental activity reports.  The residential spot checks are a contributing factor to the department’s success in 2015.  

Water, Sewer and Street Standards:  Mr. Freeman presented and reviewed current maps and tables indicating the age and condition of the Town’s water lines and paved roadways. These materials are updated annually and used to prepare capital project recommendations for the Capital Improvements Plan and annual Budget.  Mr. Freeman discussed the service requirements of the Water Department, the equipment rotation plan, and the need for a storage facility.

Zoning & Inspections Department:  Mr. Currie gave a brief overview of the scope of his duties with the Town.  Mr. Currie reviews site plans, surveys and other specifications related to proposed development projects for conformity with the Montreat Ordinances and other requirements and then monitors the construction process to ensure compliance will all pertinent regulatory codes.

NPDES Stormwater Permit Requirements:  Mr. Currie provided copies of the Town’s 2015 Annual Municipal Separate Storm Sewer System (MS4) permit report, which was submitted to the North Carolina Department of Environment and Natural Resources/Division of Water Quality (NCDENR/DWQ) on December 28, 2015.  The MS4 permit allows Montreat to discharge stormwater into surface waters of the state within its jurisdiction, and must be renewed every five years.  In each permit report, the Town is asked to provide a list of measureable goals accomplished during the calendar year.  Both Mr. Currie and Public Works Department staff members receive annual continuing education training in various stormwater control-related topics as part of the MS4 permit requirements.  Mr. Currie also maintains Stormwater Best Management Practices (BMP) Reviewer Certification.

Green Fleet Policy Annual Report:  Mr. Stackhouse presented and reviewed the 2015 Green Fleet Report, which indicated the make, model, estimated carbon dioxide emissions, fuel type, average fuel economy and fuel costs for each of the Town’s vehicles.

Recess

Mayor Helms recessed for lunch at 12:17 p.m. and then reconvened the meeting at 12:48 p.m.

Update on Current Projects/Services/Issues


Texas Road Bridge Replacement:  Mr. Nalley reviewed the project background and reviewed original construction replacement Options B through E on the map which he would be discussing in further detail.  Mr. Nalley reiterated that Town Staff supports the construction of a new bridge along Texas Road.  Mr. Nalley reviewed a letter from KCI dated February 4, 2016 on available options for the replacement of Texas Road Bridge.   After a lengthy discussion with staff about the different bridge locations, new options and flood ordinance requirements, it was decided by the Council that KCI should be invited back to a Town Meeting to present the new information to the Board and public.   

Town Hall/Public Works Facility:  Mr. Nalley reviewed the project background and emphasized that Town Staff needed direction from the Board on how they see the project moving forward.  Commissioner Vinson feels strongly that the Town of Montreat needs a Town Hall specifically for the Police Department and Administration staff.  Commissioner Gilliland feels that the Town needs office and maintenance space, but he cannot support the Florida Terrace location.  Commissioner Standaert  expressed support for a Town Hall facility.  Mayor Pro Tem Fouche feels that we need a Town Hall but it does not need to be on Florida Terrace and that a decision needs to be made quickly that it will not be built at that location.  Commissioner Otto is in agreement that there needs to be some changes but does not support the Florida Terrace location.

Board Members feel that some reinvestigation of other suitable locations is necessary.  Mayor Helms posed the following question to the Council:  “If you envisioned a Town Hall where do you see it being built in the community?”  Mayor Pro Tem Fouche envisions the property outside the Gate and feels that this needs to be further explored.  Commissioner Vinson feels that the facility should be located within the Town limits and mentioned the property located beside the Post Office.  Commissioner Standaert expressed the need for the Board to make a statement sooner rather than later that the Town Hall will not be built on Florida Terrace.  Commissioner Standaert also feels that the Billy Graham Evangelistic Association should be approached again to see if they are willing to sell their property but also expressed interest in the Post Office and Collegiate Circle sites and the Horton property.  Mr. Nalley will gather the information requested  on the mentioned properties and report back to the Board at a later time.  

Recess

The Mayor called for a short break at 2:24 p.m.  The meeting resumed at 2:33 p.m.

Sanitation:  In an effort to address concerns, staff considered several alternative service delivery methods and in September, narrowed them down to the two most feasible options as requested by the Board.  

Alternative Two:  Continue collection services in the same manner, however the compactor site would be closed permanently to the public.  While this alternative may be unpopular with some residents who now use the site as a convenience center instead of using curbside service, this will ensure that taxpayer money is appropriately spent on true service delivery while eliminating the safety and liability concerns of the site.

Alternative Three:  Eliminate curbside collection and develop a safe and efficient convenience center for the disposal of household garbage and recyclables.  Under this alternative, the Town would continue to offer back door service, bulk collections and special pickups for a fee.  The collection center would be staffed and a system developed through either a straight fee, special bag or tag system that allows only residents and visitors to Montreat to use the center.

Since your September Sanitation Meeting, staff has researched various ways to improve upon alternatives two and three.  However, most all statements made during the summer season about the current service and “temporary” service changes put in place during that time have held true.
· The “temporary” service plan for the compactor site is having its desired effect in the reduction of municipal solid waste, illegal dumping and unauthorized use.
· The “temporary” service plan has resolved staff’s concern with the safety and liability of the site to the general public as well as our own employees.
· The personnel cost to operate the site exceeds the revenue generated and the savings realized during the last six months of operation.
· Usage at the compactor site has significantly declined after the first week in August.
· The site is serving very few people when compared to the total number of residents and visitors to the Montreat community.
· Following a six month review, the information and data collected at the site supports the closing of the compactor site to the general public, encouraging the use of curbside collection services.

In late September, a meeting was held with the Montreat Conference Center and Montreat College to explore what opportunities might exist in developing a mutually beneficial community-wide sanitation program.  While each organization learned a great deal about each other’s service needs and costs, staff also discovered that the timing of contract renewals, special sanitation service requirements, and service delivery methods were not conducive to a community-wide sanitation program at this time.  One area that has the potential for collaboration among the main entities, is the development of a community recycling program.  Due to the timing however, this program should be discussed for possible implementation over a five year timeframe rather than something more immediate.

In response to the information and data gathered, staff now recommends the following:
1. Continue sanitation collection services in the same manner.
2. Replace the existing sanitation truck as soon as possible.
3. Close the compactor site permanently to the public, including Saturday service.
4. Initiate an imprinted bag system.  The cost of the bags will be recovered through their sale.
5. Develop a fenced handling area for the imprinted bags, opened by any staff member upon request.
6. Research requiring bear-proof containers for high occupancy dwellings.
7. Increase education efforts for container rules, bear-proof container requirements and special collections services.

Following discussion, it was the consensus of the Board to follow Staff recommendations with regards to the Sanitation Services Issue.  Commissioner Otto agreed to meet with Mr. Richard DuBose to see if the Conference Center may be willing to place a truck at the Gate for Saturday pick-up.  Mr. Nalley advised that this would not be an immediate change but that Town Staff hoped to have things in place prior to the start of the summer Conference season.

Environment and Recreation

Landcare: Mr. Nalley referred to the Memorandum of Understanding and suggested that the new Board members become familiar with this unique organization in the Town of Montreat.  

Open Space Conservation Plan:  Mr. Nalley referred to the Open Space Conservation Plans purpose and vision statement and encouraged Board members to review the plan and if there were questions to please contact him or Commissioner Vinson.

Pedestrian, Bicycle and Greenways Master Plan:  The next project recommended for completion in the Town’s Pedestrian, Bicycle and Greenways Master Plan is a sidewalk connection along Assembly Drive between Lookout Road and the Lake Susan Dam area.  This project is scheduled for completion during the Towns 2016-2017 Fiscal Year, but will be subject to funding availability.

Native Plant Garden Park Plan: Phase II of the Native Plant Garden Park Plan has been delayed due to funding availability and continued land acquisition discussions with the Mountain Retreat Association.  A copy of this Site Plan is included in the Retreat Packet for the Boards use. 

Gate Lot Landscaping Plan: A copy of the Gate Lot Plan is also included in the Retreat Packet.  The plan calls for the development of a flagstone patio, additional parking, improved landscaping and a woodland garden.  This project is also awaiting funding availability.  

Annexation/Extra-Territorial Jurisdiction Discussion

The plats establishing lots in much of Montreat were first recorded in the late 1800’s and resurveyed in 1935. At the time, Buncombe County zoning and subdivision ordinances were not in place, so the lot sizes are quite small.  Given current environmental health service requirements, it is possible that some lot owners may not be able to obtain well and septic permits if their neighbors already have wells or septic systems in place.   Following a quick discussion on Montreat’s Extra-Territorial Jurisdiction and the State’s requirements, the Board requested that Mr. Nalley reagenda this discussion for them later in the year.  

  
Personnel and Employee Benefits

Mr. Nalley presented a summary of the current salary grades and ranges, as well as employee health insurance and other benefits offered by the Town. 

Communication Efforts


Open Forum Discussion:  The Board agreed to maintain the thirty minutes prior to the monthly Agenda Meeting as a way of getting more information out to the public and encouraging open dialogue with the Board.

2016-2017 Goals and Objectives

After discussion, the Board set the following departmental goals for the upcoming fiscal year:

Governing Body

· Update the 2008 Comprehensive Plan.
· Investigate opportunities for a Town Hall.
· Await a petition for voluntary annexation of the Upper Greybeard Trail area.
· Conduct at least one educational Town Hall meeting focused on Texas Road Bridge.
· Pursue grant funding to complete landscaping improvements to the Gate Lot.  
· Complete each applicable section of ICS training for Board Members.
· Update the Board of Commissioner’s Rules of Procedure.

Administration and Finance

· Update and prepare proposals for implementation of an online “cloud based” municipal accounting package for 2018.
· Research the policy requirements and potential use of purchasing cards for selected employees.
· Seek opportunities to further develop public relations and public information efforts.
· Begin the training and educational requirements of fulfilling the two year Municipal Clerk Certification.
· Manage and assist with the records retention and disposition scheduling of files for all departments.
· Research records management software option for cost and feasibility.
· Develop and distribute a Request for Qualifications for auditing services.


Police

· Provide a minimum of two additional opportunities for officer training.
· Implement future storage requirement solutions regarding the processing of evidentiary items and sensitive material.
· Further steps in recruitment in effort to bolster Reserve Force roster.
· Digitize police related documentation and forms.


Planning and Inspections Department

· Continue training in ArcGIS software utilization as offerings are available in our area.
· Coordinate in-house training of public works staff in utilization of Trimble GPS/ArcPad field location hardware/software, accurately locating valves, water meters and any remaining features for representation within the GIS system.
· Assist department heads with beginning to collaborate on interdepartmental projects using ArcGIS Online tools.
· Map the locations of all public and privately owned Stormwater Control Measures (SCM’s) using GPS and incorporate these into the Town’s map system.

Public Works

· Assist in the completion of the Native Plant Garden project, pending available funding and property acquisition.  	
· Complete inspections of Town-owned stormwater features.  
· Complete and submit the annual Water Supply Plan and Solid Waste Report.  
· Continue the tree removal and replacement program.  
· In conjunction with the Montreat Tree Board, develop a Town Tree Plan and Tree and Shrub Standards Specification and Detail Manual.

Streets/Powell Bill 

· Pursue completion of the Texas Road Bridge replacement project.  
· Pursue completion of the Texas Road resurfacing and storm drainage project.  
· Perform road resurfacing on smaller portions of streets.  
· Replace 30 stop signs with “retro-reflectivity signs” in compliance with new Federal and State program.
· Install or upgrade two storm water improvement projects.  

Sanitation 

· Distribute an updated public education sanitation and recycling services brochure.
· Purchase new sanitation truck in accordance with Capital Improvement Plan.
· Continue Sanitation Collection Services in the same manner and initiate an imprinted bag system.
· Research requiring bear-proof containers for high-occupancy dwellings.
· Increase education efforts for container rules, bear-proof container requirements and special collection services.

Environment & Recreation

· Promote and support the Tree City USA, Open Space Conservation and Montreat Landcare program initiatives.  
· Complete Phase II of the Native Plant Garden project, pending available funding and property acquisition.  
· Promote public education and involvement with Open Space Conservation, Landcare and other environmental conservation initiatives and projects.  
· Initiate planning and engineering for the next phase of the Greenways/Trails Master Plan.  

Water

· Replace approximately fifteen (15) air valves within the water system. 
· Replace roofs on at least two Well buildings.
· Update and digitize mapping of all fire hydrants.  
· Automate monthly well sheets for meeting reporting requirements.    


These goals and objectives will be prepared as a separate document for formal adoption at a later date.

Adjournment

There being no further business, Commissioner Vinson moved to adjourn the Board Retreat meeting.  Commissioner Gilliland seconded and the motion carried 5/0.  The meeting was adjourned at 3:59 p.m.


	
	
	

	Tim Helms, Mayor
	
	Angie Murphy, Town Clerk



