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EXECUTIVE SUMMARY 
 
Westport has been operating with a Chronic Structural Deficit 
for years.  
Expenses outpacing revenues is a structural deficit, and Westport has been in this 
chronic situation for many years. To balance the budget, the Town has adopted short-
term solutions which simply "kick the can down the road."  The Town has cut personnel 
and increased responsibilities, postponed maintenance, cut back on services, 
postponed adopting necessary technology upgrades, and not maintained stabilization 
funding. The Town has not addressed many of its long-term capital needs: including 
Town properties and building maintenance, and replacing worn-out equipment. 
 
All major Revenue components are not keeping up with the 
demands for Town services.   

• Property Taxes are constrained due to Proposition 2 ½, and previous attempts to 
pass overrides have not been successful. 

• State Aid Receipts (Local Aid) have not grown with inflation or to help fund 
additional required expenses as a result of state-mandated compliance. 

• Local Receipts are tied to economic conditions with limited ability to grow. 
• There are few new sustainable revenue sources, and opportunities are limited. 

 
Required Expenses and Assessments are increasing 
Westport faces growing demands to increase expenditures in all its municipal services. 
The Town must also comply with additional required unfunded state and federal 
mandates. Inflation has also been increasing the costs of goods and services across 
the board, and salary levels are also facing external pressure to increase to be 
competitive with neighboring towns. 
 
Departments are lacking resources to continue vital services 
Virtually every department in Westport’s General Government, Public Safety, Schools, 
Public Works and Facilities, Human Services, and Culture and Recreation are lacking 
the financial and human resources to adequately provide needed services our Town 
residents require. 
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Chronic Deficit will continue in future years 
As we look ahead to FY2025, the fiscal outlook does not get any better. In fact, the 
structural deficit will keep getting worse each year.  Revenue growth continues to be 
limited, and expense increases are dictated by legislation, regulation, mandates, 
inflation and other costs that outpace the Town’s available revenue. 
 
Faced with this reality, every year the School District and all Town Departments have 
to make cuts in their budgets to just stay afloat - cuts that mean reductions in staff, and 
reductions in services being available and services being delivered. This means fewer 
teachers and programs for our children and grandchildren, fewer police and firefighters 
to provide public safety, less frequent and less extensive road and infrastructure 
maintenance, delayed IT upgrades and other capital improvements that would improve 
efficiencies, and so on... 

Due to this chronic structural deficit problem, the Town is also not able to address long-
term needs, such as adequately addressing liabilities and upkeep of Town Properties, 
nor is it able to bring the Stabilization Fund up to its recommended levels in order to 
provide better financial security and fiscal management.  As a result, the Town has to 
continue to rely on using free cash (one-time funds) to plug the holes in the operating 
budget. 

Proposition 2 ½ Override – Refer to Article 6 
The Finance Committee is therefore in support of a Proposition 2 ½ override which will 
provide Westport with much needed revenue support so that the Town will be able to 
fund the most critical departmental budget needs. An override requires a budget 
appropriation at town meeting. Such an override budget appropriation would be 
expressly contingent upon approval by the voters of a Proposition 2 ½ override 
question at a future election.  
 
FINANCE COMMITTEE  
Karen Raus, Chair Lawrence Holsworth 
Cynthia Brown, Vice-Chair Zachary Lebreux 
Charles (Buzzy) Baron Hugh Morton 
Gary Carreiro  
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FY24 Budget (Article 5) 

Structural Deficit 
The following report discusses the limitations placed on revenue, and additional 
required expenditures/assessments that are incurred.  More than $1M of operating 
expenses have been eliminated from this budget in order to present a “balanced 
budget”, i.e. the structural deficit. 
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Revenue 
Total Revenue 
 
The FY2024 budget for Total Revenues is $52,490,010. 
 

 
 

 
 



 

 

Finance Committee FY24 Budget Memo – approved 04-18-23. Prepared by Karen Raus, Chair 

 

Revenue 
Property Tax: Tax Levy 
The property tax Levy is projected revenue from the residential, commercial, industrial 
and personal property taxes. Westport has the same rate tax rate for all real properties. 
The property tax levy is the largest source of revenue for most cities and towns. 
 
The FY2024 budget for property taxes is $33,400,773. 
 
Proposition 2 ½ places constraints on the amount of the property tax levy raised by a 
city or town and on how much the levy can be increased from year to year.  
 

 



 

 

Finance Committee FY24 Budget Memo – approved 04-18-23. Prepared by Karen Raus, Chair 

 

Revenue 
Property Tax: Tax Levy (continued) 
The levy limit can increase from year to year in these ways: state allowed 2.5% 
increase, new growth, and overrides. Once the levy limit is increased in any of these 
ways, the increased levy limit amount becomes the base upon which levy limits are 
calculated for future years. 
 

 FY2022  FY2023  
FY2024 
Budget 

Tax Levy 29,163,246  
  

30,584,201 
 

32,195,876 

2 ½ Increase 729,081 
 

764,605  804,897 
New Growth 691,874  847,070 

 

400,000 
Override 0  0  0 

Total 30,584,201  32,195,876  33,400,773 
 

 
Under Proposition 2 ½, the levy limit is budgeted to increase as follows:  
 
1. The FY2023 Levy of $32,195,876 is to be increased by 2 ½% (maximum allowed by law).  
The FY2024 budget for the 2 ½% increase is $804,897.  
 
2. Each year, the levy can be increased by the value of new construction and newly 
taxable parcels of land. This is referred to as New Growth. Westport forecasts new 
growth based on building permit activity.  
The FY2024 budget projections for new growth is $400,000. 
 
3. Voters can authorize an override, which is a permanent increase in the levy. Once 
approved, an override becomes part of the base for calculating future years’ levy limits. 
An override requires a majority ballot vote at an annual or special election. The legal 
authority to place a question on the ballot rests with the Select Board.   
The FY2024 budget for an override is $0 (under Article 5 of the May 2,2023 Town 
Meeting Warrant). 
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Revenue 
Property Tax: Tax Levy (continued) 
 
Since the enactment of Proposition 2 ½ in 1982, Westport has been unsuccessful in 
17 override attempts.  The Town’s inability to successfully pass an override and 
increase its Property Tax Levy continues to have a detrimental impact on the Town’s 
ability to appropriately fund the demand for its Town services. The Town has not had 
an override ballot since April 2014. 
 
That most recent override attempt was in FY2015 for $949,465 to support the Town 
and School operating budgets. If the FY2015 override had been successful, over the 
course of the 8-year period, these additional proforma property tax revenue would 
have allowed for $8M in budgetary revenues over the period.   
 
If the override had been successful, it would have allowed for more than $1M in 
additional revenues for the FY2024 budget. 
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Revenue 
Property Tax: Excluded Debt 
 
Excluded debt is a temporary tax increase - ‘excluded’ from the limits of Proposition 2 
½ - that is used to pay debt service costs (principal plus interest) on money borrowed 
to finance a specific project. Debt exclusions require a 2/3 affirmative vote from Town 
Meeting and a subsequent majority ballot vote. The amount of excluded debt revenue 
is equal to the debt service payment in the FY2024 budget. 
 
The FY2024 budget for Excluded Debt is $4,279,186.  
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Revenue 
General Fund State Aid – Local Aid 
General Fund State Aid – Local Aid (State Aid) is also referred to as cherry sheet 
receipts, or local aid and is for education and general government.  These funds are 
received from the State budget to help cities and towns provide local services and are 
part of the FY24 General Fund operating budget discussed in this presentation. 
 
State Aid amounts are set as part of the state budget process, which is not finalized 
until late June after Westport approves its own budget. Therefore the numbers for 
FY2024 are preliminary estimates from the State. 
 
The FY2024 budget for State Aid Receipts is $8,408,756. 
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Revenue 
General Fund State Aid - Local Aid (continued) 
Source (excerpts in italics): The Beacon April 2023-article By John Ouellette 
Full article here: MMA-Beacon-April-2023.pdf 
 
At a major legislative budget hearing on education and local aid on March 13, the Massachusetts Municipal 
Association (MMA) and local officials called for a new state revenue-sharing plan that would better reflect the 
state’s robust revenue collections of recent years and help cash-strapped cities and towns provide essential 
local services. 
 
MMA Executive Director Geoff Beckwith said the 2% increase in unrestricted local aid proposed in the 
governor’s fiscal 2024 budget is “too low” given that cities and towns face escalating costs and a tight cap on 
local revenues. 
 
“It is so far below inflation and the general costs that communities are struggling with, that it would backslide 
communities’ ability to support essential municipal services,” he told members of the House and Senate Ways 
and Means committees during the hearing, held at UMass Amherst. 
 
Since fiscal 2021, he said, state revenues have grown by 18.38%, far surpassing expectations, but 
Unrestricted General Government Aid (UGGA), the state’s main revenue-sharing mechanism, would grow by 
just 11.3% over that period if the Legislature goes along with the governor’s UGGA proposal for fiscal 2024. 
 
Beckwith proposed that legislators use a three-year rolling average of state tax revenue growth, 
rather than the projected growth for a single year, as a baseline for setting UGGA increases, which he 
said would smooth out peaks and valleys in UGGA proposals and provide more predictability for cities 
and towns. Using this method would increase UGGA by 6.13% ($75.5 million) for fiscal 2024, he said. 
  
The proposed increase, he said, would still leave UGGA funding slightly below where it was 16 years 
ago, in fiscal 2008, and “that’s not even figuring in the impacts of inflation, which is about 40% during 
that time.” 
 
The governor’s budget proposes a significant increase (in Chapter 70), but it doesn’t benefit us,” 
Griesemer said. “With regard to school aid, like every other community, we are not keeping up.” 
 
The MMA also asked the Ways and Means committee members to consider another aspect of 
Chapter 70: the very high increase in mandated local contributions in the foundation budget formula. 
Beckwith pointed out that state-mandated increases in local education spending far outpace the 
growth in local revenues in recent years, which is putting a major strain on all municipal budgets. 
 

https://www.mma.org/wp-content/uploads/2023/03/MMA-Beacon-April-2023.pdf
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Revenue 
General Fund State Aid - Local Aid (continued) 
Over the course of the state budget process, the MMA will be pressing lawmakers for increases in 
Unrestricted General Government Aid, Chapter 70 education aid (particularly minimum additional aid 
per student), the special education circuit breaker, charter school reimbursements, school 
transportation accounts, rural school aid, and the payments in lieu of taxes (PILOT) program. 
 
The MMA is strongly advocating for a 6.13% increase for UGGA, tied to a proposed rolling three-year 
average of state revenue growth, which has been exceeding expectations in recent years while local 
revenues are constrained by Proposition 2½. End: Source (excerpts in italics): The Beacon April 
2023-article By John Ouellette 
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Revenue 
Local Receipts 
Local Tax Receipts are receipts from Motor Vehicle Excise Tax, Meals Tax, Room 
Tax, Boat Tax Interest and Penalties, and PILOT. Local Receipts are receipts from 
trash disposal, and other charges for services, fees, and rentals. Department 
Revenue are receipts from Cemeteries, Ambulance, and Schools. Other Revenue are 
receipts from licenses & permits, fines & forfeitures, investment income, Medicaid 
reimbursement, and miscellaneous recurring and non-recurring revenue. 
 
Local Receipts are collected by the Town and include local tax receipts, local receipts, 
department revenue, and other revenue. Local Receipts revenue is sensitive to overall 
economic conditions, particularly its largest categories. While Westport has limited 
ability to grow these revenues, it does have the ability to generate additional revenue 
by continuing to raise certain of the fees and charges.    
 
The FY2024 budget for Local Receipts is $5,426,100. 
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Expenses 
Summary Budget FY24 (Article 5) 
The FY2024 budget for General Fund Expenses is $50,090,315. 
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Expenses 
Required Obligations 
Required obligations are expenditures that are required, and the Town must prioritize 
funding these items.  In many cases, there is limited ability to modify these 
expenditures.  Examples of these obligations include Pension, Health/Life Insurance, 
Medicare, Unemployment, Workers Compensation, Town Insurance, Debt Service, 
Regional School Assessments, and State Assessments.  
 
Town and School Operating Budgets increase only by the amount of available funds 
remaining after meeting the funding requirements of all the required obligations.   
 
The next chart shows that FY2008 Required Obligations represented 19% of the 
Town’s Expenses/Assessments.  In the FY2024 budget, Required Obligations are 25% 
- thus taking up a much bigger piece of the pie. 

 

 
 
Due to the continued extraordinary rise in the costs of the required obligations, this 
leaves little dollars to be able to fund the Town Departmental budgets and the school 
budget. Each year, the required obligations take a larger portion of the available 
budget dollars, and, in turn, departments are underfunded.  
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Expenses 
Department Expense Growth 
The FY2024 budget continues to have departments operating at minimal levels, and it 
is expected that the lack of funding will have a negative impact on services.  
 
Town/School Departments expenses have increased an average of 3.5% per year over 
the 16-year period. Required Obligations have increased an average of 7.9% per year 
over the 16-year period.  

 
 
In order to help restore some of the department budgets, the override contingency 
budget is Article 6 of the May 2, 2023 Town Meeting Warrant. 
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Assessments 
State Assessments 
State Assessments are estimated municipal charges from the State budget passed on 
to cities and towns. While these costs are not appropriated by Town Meeting, they 
nonetheless must be accounted for in the Town’s Budget.  
 
The FY2024 budget for State Assessments is $1,948,101. 
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Assessments 
State Assessments (continued) 
 
State assessments have been on the rise since 2017-- most notably, the Tuition 
Assessments.  Tuition assessments include school choice and charter school only. 
Costs associated with Diman and Bristol Agricultural School are funded from the 
operating budget under the budget item Regional School Assessments. Tuition 
Assessments (school choice and charter school) are the biggest drivers of the 
increases from 2016 to 2023. Westport must pay certain tuition costs of students 
choosing to attend public schools elsewhere such as in Dartmouth and to attend 
charter schools, such as in Fall River.  Westport is paid those tuition costs if such 
students remain of come to Westport.  A significant number of Westport students 
choose to study elsewhere, including in private and religious schools. 

 

 
 
 

 



 

 

Finance Committee FY24 Budget Memo – approved 04-18-23. Prepared by Karen Raus, Chair 

 

Long Term Liabilities 
Underfunded 
 
Westport has two long-term liabilities:  
 
Post Retirement/Pension benefits: 
All permanent employees, excluding teachers and school administrators (who are part 
of the MA Teachers’ Retirement system) are eligible to receive a pension allowance 
from the Town. 
 
Other Post-Employment Benefits (OPEB): 
All employees who are eligible to retire from the Town of Westport may have 50% of 
their health-care costs paid by the Town, if they have enrolled in a Town-sponsored 
health-care plan.  
 
As of June 30, 2022, the OPEB liability was $25,739,687. The Net Position Restricted 
for OPEB Plan Benefits as of June 30, 2022 is $3,227,905, which is 12.5% funded. 
The OPEB report uses Market Value, the decline in value over the year was due to an 
unrealized (market) loss on the investment.  
 
Each year, as part of the annual budget, long-term liabilities are intended to be 
funded in accordance with a multi-year funding schedule in order not to burden future 
generations with disproportionately large financial obligations. 
 
The FY2024 budget for OPEB is $100,000. 
 
While many cities and towns in the Commonwealth are facing a similar underfunding, 
ours is still a liability for Westport that will need to be addressed and funded. The 
Town’s FY2024 budget contributes significantly less than the actuary report 
recommends for funding this liability.  
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Free Cash 
Nonrecurring revenue source for one-time expenditures, 
funding capital projects, or replenishing other reserves 
 
Free cash is an unappropriated fund balance and is certified by the Department of 
Revenue once Westport’s financial books are closed for the fiscal year. The free cash 
calculation incorporates surplus revenues (revenue collections in excess of estimated 
revenues), budget turn backs (unexpended appropriations), the prior year’s free cash 
balance, and outstanding property taxes. Free cash is the funds that are unrestricted 
and available for appropriation. 
 
Free Cash is a nonrecurring revenue source so it cannot be depended on from year to 
year. It fluctuates greatly and is not predictable. Recommended financial best practices 
suggest that it should be limited to paying one-time expenditures, funding capital 
projects, or replenishing other reserves. 
 
Recurring expenses should only be funded by recurring/reliable revenue sources. The 
Department of Revenue (DOR) recommends avoiding supplementing current year 
departmental operations with free cash. 
 
The amount of certified free cash this year is exceptionally larger than in previous 
years.  This is mostly a result of larger than normal Department turn-backs from 
positions budgeted but remaining unfilled. While free cash is not predictable, it is not 
likely to be at this high an amount in the future. 
 
As discussed earlier, the School budget has a significant structural deficit ($771,249).  
The FY24 recommended budget includes $500,252 of free cash to supplement the 
School budget to temporarily postpone further cuts in teachers and staff.   
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Use of Free Cash 

Recommendations for free cash in the FY24 Budget (Article 5) 
 
 

 

 
This recommended budget includes a total of 
$700,252 of free cash as noted in the table below.   
 
A total of $500,252 of free cash is for support of 
ongoing/recurring operating expenses. 
 
In order to ensure that recurring expenses are 
funded in a future year, all recurring expenses 
should be covered with a reliable and recurring 
funding source.  Since free cash is non-recurring 
and may not be available in the future, expenses 
may not be covered in the future.  A fiscal cliff is 
ahead. 
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Stabilization Fund 
Underfunded 
 
The Stabilization Fund, or rainy-day funds, allows cities and towns to set aside surplus 
revenue for use during unexpected deficits or volatile revenue. A stabilization fund can 
also be used for capital projects, according to the Division of Local Services. Such a 
fund is intended to spread out the effect of capital expenditures over time. A majority 
vote by Westport's town meeting is required to appropriate funds into the stabilization 
fund and two-thirds must vote to appropriate money out of the fund.  
 
The Massachusetts Municipal Association (MMA) has indicated the Fund is also 
considered important for bond ratings for a community and recommends the 
Stabilization Fund Reserve balance to be between 5% to 7.5% of the municipal 
budgeted revenues, which would calculate to a minimum targeted balance for Westport 
of approximately $2.5M, and a goal of $3.8M. 
 
 
Each year, due to the structural deficit, 
available free cash has been used to 
fund capital needs, and supplement the 
general fund operating budget.  
 
Due to these funding limitations and 
competing priorities for free cash, the 
Town has not prioritized funding of the 
Stabilization Fund.  As a result, the 
Stabilization Fund remains underfunded. 
 
As of December 31,2022, the 
Stabilization balance was $1,291,125.   

 

 
Due to the limited amount of available free cash, the Finance Committee is 
recommending to add $200,000 to the Fund at Town Meeting - see Article 34 of the 
Town Meeting Warrant. 
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Capital Improvement Needs 
Recommendations for Funding at Town Meeting 
 
The Town has a responsibility to current and future generations to maintain, replace, 
and expand its property, plant, and equipment, when needed. 
 
The Town uses a variety of funding sources to meet the needs, of which the most 
notable source each year is free cash.  Since free cash is considered one-time funds, 
capital purchases are the recommended use of free cash.   
 
The chart below shows the recommended capital purchases for FY2024 using free 
cash - see Article 7 of the Town Meeting Warrant. 
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Budget FY2024 Full Detail (Article 5) 
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Budget FY2024 Full Detail (Article 5) 
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Budget FY24 (Article 5) Recap 
Support of Proposition 2 ½ - Article 6 - $1M in FY24 
 
Revenue sources are not keeping up with Town services. 
-Property taxes are limited by Proposition 2 ½ 
- State Aid, inadequacy for Westport, as for many other communities in the 
Commonwealth, is leading to organized efforts to have the State Legislature increase 
local aid to assist in providing essential service. 
 
-Expenses and Assessments are increasing. 
 
-The current structural deficit is more than $1M and growing.   
 
-Free Cash of $500K was used to balance the budget. 
This is not a recommended fiscal practice, nor is it sustainable. 
 
The Finance Committee supports a Proposition 2 ½ override that will provide Westport 
with much needed revenue support for at least a three-year period in which longer term 
solutions will be sought. This would include: 
 

- A fiscally responsible detailed spending plan for the full $3M of the 
proposed override, with emphasis on having those funds restore 
positions and pay expenses in order to address the Town’s existing 
structural needs, including known contractual commitments. 
 
- Development of long-term financial operational and capital plans.   
 
- Working with other towns and the Massachusetts Municipal 
Association to bring net state aid receipts to a level that enables the 
Town to fund the most critical departmental budget needs 

 
An override requires a budget appropriation at town meeting. Such an override budget 
appropriation is expressly contingent upon approval by the voters of a Proposition 2 
1/2 override question at a future election.   The supplemental budget appropriation is 
Article 6 in the Town Meeting Warrant. 
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Supplemental Budget Appropriation  
Article 6: $1M supplement to FY24 budget (Article 5) 
 
The proposed $3 million override proposal, if passed at a future ballot, would provide 
for a supplemental budget appropriation for the FY24 budget presented under Article 5. 
While the $3M proposed override does not meet all the stated and even urgent needs 
of the schools and the town departments, it would offer much needed revenue support 
for the Schools and Town. The Finance Committee recommends only $1 million in 
additional levy in FY24 to ease the additional financial impact for taxpayers and 
maintain budget restraint before a long- term plan/view can be adopted. 
 

Article 6 FY24   

Tax Impact: $1M levy increase for FY24 
The FY24 tax bill impact is $22 per year per 
$100,000 of Assessed Value. 
 
Example: Assessed Value of $550,000 
estimated Tax Bill Impact is $121 per year. 
 
Source: Data Analytics and Resources Bureau-Estimated Impact on Property 
Taxes with a Prop 2 ½ Referendum Question Approval as of 04/15/23 
 

Schools $405,000 

Town Departments 345,000 

Stabilization Fund 250,000 

TOTAL $1,000,000 

 
In FY24, the $405,000 for the Schools would fund FY24 remaining deficit of $270K and 
provide an additional $135K for other school expenses. The $345K for the Town 
Departments would supplement funds to the Police Department, Fire Department, 
Building Department, Highway Department, and Council on Aging as set out in Article 
6. 
Recommendation from the Finance Committee 

-Adherence to a fiscally responsible plan where the $3M should be prioritized to 
address the current structural deficit and for known contractual commitments. 
-Any new expense growth should be carefully reviewed in junction with a long-
term spending plan.  
-The overall expense run-rate should not exceed $3M per year to ensure another 
structural deficit is not created. 

 
The Finance Committee recommends Article 6 on the Town Meeting Warrant. 
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