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MACC BOG WORK SESSION MINUTES 9JUL2025 - DRAFT

MINUTES OF THE WORK SESSION OF
THE BOARD OF GOVERNORS OF THE
MILFORD AREA COMMUNICATIONS CENTER (MACC)
July 9, 2025

PRESENT: Craig Frye, BOG Chairman, Town of Milford

=

|

Aaron Daigneault, BOG Vice Chair, Town of Mont Vernon
John Frechette, BOG Member, Town of Wilton
Ray Anderson, MACC Director

Call to Order: C. Frye called the BOG work session to order at 9:00 a.m. Present was C. Frye of Milford, J.
Frechette of Wilton, A, Daigneault of Mont Vernon & R. Anderson of MACC Base. The meeting was held in the
Director’s office of MACC, 4t Floor Town Hall. C. Frye indicated the discussion will start with the IMA. The
meeting is being recorded. -

IMA DISCUSSION: C. Frye asked if other members have a copy of the IMA. A. Daigneault indicated he has
one with red mark-ups and he has a current 2023 draft copy. R. Anderson asked if anyone needs a copy? C. Frye
asked that a copy be sent to J. Frechette. C. F rye explained the IMA was written when MACC had properties, now
it does not. R. Anderson clarified that it was when MACC had equipment, not properties. The current draft copy
being discussed was done with a previous board prior to A. Daigneault and J. Frechette. The original IMA which
is in place today is roughly 30 years old, it has never been expanded with the current member towns, Now it has
even further need for change because there really isn’t a defined facility and MACC has decommissioned radio
site locations. The biggest drive to expand the current IMA was that we knew large projects were coming, one of
them being the CAD system, and an appropriate cost share formular for capital expenditures outside of the day to
day operating budget were needed. Milford does not want to pay 71% for something that every town needs. If the
grant for the new CAD project is received, that changes things and things like the workstation furniture should be
paid for evenly but when brought up with the 3 towns there was some push back, from years passed. R. Anderson
agrees wholeheartedly, stating MACC does not have a Capitol Improvements Plan in the sense that the towns
have, the way that MACC is funded hinders that process. When R. Anderson talked about re-vamping the IMA,
it needs to identify how it will fund Capitol Improvements because Milford does not want to pay 71% of
something, to own only 33%. It is a valid stance. R. Anderson mentioned that in his presentations to the various
select boards, he conveyed that if they went out to go off on their own, with their own dispatch center, they would
need at a minimum two workstations. It may not need two people to sit in them, but they need two workstations
for operational redundancies and then the times that do call for multiple staff on duty at a time. With our call
volume we have been experiencing, weather, and larger incidents MACC has greatly benefited from having the
now fully functional third work station.

A. Daigneault ask for clarification because it has always been told to him that for Policy, it was always about
equalness that each member got 1 vote and for financial items Milford’s vote was weighted and got 2 votes while
the other members got 1 vote., but that is not stated anywhere in the IMA. R. Anderson disagreed and believes he
has seen it but will go through and find it. C. Frye said it does not matter which town pays the majority, they will
have that extra vote. J. Frechette agrees that makes sense. C. Frye said in the corporate world, that makes sense
for someone that pays the majority. When it is talked about bringing more people in, there are smaller towns, but
if a larger town were to be brought in, the percentages would change. A.Daigneault said then Milford would not
be paying 71%, it might be 49%. C. Frye said that would be fine because it lowers everybody’s contract and in
reality, Milford has always been 71%. Yes, but C. Frye said when Amherst was part of MACC it was almost 50/50
with Milford and Amherst. At that time, C. Frye believed it was equal votes for everybody but that was before his
time on the BOG. And then when Amberst left, the lion’s share was Milford. To clarify, A. Daigneault said Milford
pays 71% but it only owns one third, but what is being discussed is paying equal shares of property and 71% of
operational costs.

On page 3, section 4 of the current IMA, R. Anderson said in Paragraph B, it states the voting breakdown of towns.
That is votes on any matter across the board. A. Daigneault stated it is not regarding anything financial. If Ray
Anderson was going to recommend solving the IMA today, without holding on to money, without a Capital
Reserve Fund; A Daigneault asked if there is a way around that? R. Anderson responded the way we are handling
it now when we decide what projects we want to do in the next year we agree to encumber funds from the current
year for a project in the next calendar year. A. Daigneault asked if we could encumber funds beyond the next
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calendar year? R. Anderson replied we just have to keep encumbering for the following year but it has to have a
purpose. C. Frye believes going beyond the calendar year becomes a legal question; the problem is, if we go

R. Anderson said here is where it gets tricky, if there is a need and he comes to the BOG to encumber funds for
the following year projects, then when the end of the next year comes and there is a shortfall, again R. Anderson
comes to the BOG for additional funds to purchase for the following year’s project, if one of the towns does not
want the money held at MACC, and they ask that it be returned to the town, now the progress has just gone back
two years of encumbered projects because the funds have to be returned. Ray Anderson would envision and
support a Capital Improvement line item in the budget to be calculated separately from the Operating Budget so
it would not be a part of the current percentage. There would be an Operating Budget and then a Capital
Improvement line item in the budget which would be combined to get a bottom line. C. Frye agreed in the
separating of capital expenditures in its own budget line, it would be cleaner. This layout would also prevent the
need for warrant articles which would be required to pass in all towns to move forward. There was discussion
about the origins and location of MACC Base. It was noted that MACC started in the basement of Town Hall
before moving to the 2™ floor and then finally moving to the 4% floor where it lives today.

Aaron Daigneault asked about having this second budget. R. Anderson said it would not be a stand alone budget,
it would be a line item titled Capital Expenditures and it would be funded if there were capital expenses needed
for that year and if not, the lines funding would be reduced to a dollar for that year. There was discussion about
customers, C. Frye mentioned that Greenfield noted that the price at MACC is much lower than what they had
been paying. C. Frye would like to explore that and find out what was being paid and why MACC is “so low”.
The BOG needs to look at that and either match it or be a little below. R. Anderson said MACC just needs to
determine what we would like the percentage break down to be for customers. A. Daigneault asked if Milford is
paying the 71% because all the populations were combined and it was determined that Milford has 71% of the
population? R. Anderson said actually the customer populations are combined and that is how the member
community’s benefit from a customer coming on because a customer population is incorporated into that equation
so it reduces the overall percentage by a little bit, it then offsets the costs for the member. C. Frye indicated there
is a lot of vagueness to the IMA and maybe that is how they wanted it. C. Frye explained one of the Town
Administrators felt that the IMA was not specific enough, so C. Frye felt that a little more definition should be
done which is making the IMA a little longer. J. Frechette thinks the draft IMA makes a lot of sense, he did not
however read the old IMA but there are still two years in which we can figure this out. R. Anderson indicated as
the Draft is written, any community that has over 50% would have the two votes as the representation at the table,
not two representatives; the IMA is assigning two votes to the community representative, not two representatives
with one vote. A. Daigneault would presume there would be two representatives from the same town. R. Anderson
said you cannot guarantee that.

R. Anderson asked for a momentary pause for the Acting Chief of Wilton to speak off line. J. Frechette returned
to the table. C. Frye noted that the BOG is very much a team now, without being stuck in the old ways; C. Frye
feels he is a little more candid than the other representative and he looks at it more like a Unit, the three towns
work together so well, and we want to make sure this continues to work. The way the IMA is written, J. Frechette
stated the majority town has two votes and a representative. Milford is the bigger town, so C. F rye stated obviously
we are the bigger town, and we have F ire, Ambulance, Police full time, the Milford Fire Department just went
full time 24/7. The Draft IMA was written a while ago in 2022 but at that time the board Just use the already
existing IMA, essentially extending it for 5 years. In April 2025 C. Frye had some updates to clean it up that he
added. A Daigneault asked what is left for sites? R. Anderson said it is just here; we do not currently have
equipment elsewhere. The Federal Hill Site is for Milford’s radio system. C. Frye said currently Milford has
Crown Castle. R. Anderson said Abbott Hill is no longer, Pead Hill is no longer, Mt. Vernon Fire Station is no
longer and transitioned to the Town of Mont Vernon when they switched the FD to VHF, the Wilton Fire Station
is no longer. R. Anderson said there is no MACC equipment currently at Federal Hill. but because there was space
being allocated for MACC equipment on Federal Hill when the project was being built, a hope of R. Anderson is
to utilize that space with some type of single site repeaterized frequency using some already licensed to MACC
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117 either our ambulance, Police or Fire people can use together if we had a multi-agency, multi-jurisdiction event
118 such as the day before Thanksgiving a few years ago with everybody working together; that would be a wonderful
119 resource to have.

120

121 Moving forward into future IMA work sessions, this board needs to develop a list of action items. The board
122 agreed that the action items should be:

123 - The breakdown of costs for Capital Expenditures

124 - The construction of the Operating Budget to include Capital Expenditures

125 - Better definition of MACC and its facilities

126 - Restructure Customer Pricing and Percentages

127 :

128 R. Anderson feels those are four good action items to work on together with this group. The format of the IMA
129 needs work since it has gone through several updates using multiple variations of Microsoft Word over the years,
130 it may just need to be re-typed from scratch.

131 R. Anderson feels DPW is an ancillary provision for each town, there are not phone calls coming in for DPW. R.
132 Anderson recommends that any DPW charge is disbursed into the budget. There were percentages recommended
133 from R. Anderson for specific types of calls for specific towns. Lyndeborough and Greenfield are essentially
134 using both Fire and EMS for each call. As an industry, Fire and EMS are interchangeable. The services are
135 combined. As the industry changes, we have to change the pricing structure. J. Frechette was trying to think of
136 an instance when they both do not 20 out, Fire and EMS. When KMA was taking all of the Lyndeborough EMS
137 phone calls, not MACC, the MACC dispatcher would need to stop what was being done and take care of the EMS
138 call for Lyndeborough because of how KMA notified MACC of the incident. J. Frechette asked about DPW
139 dispatching, they are not being dispatched by MACC. R. Anderson said that is correct. A. Daigneault asked
140 where the 7.5% came from? R. Anderson it MACC is doing all of the services but you are a customer, you are not
141 going to be charged the full amount, that total is reduced to 7.5%. R. Anderson was not at the meeting when that
142 was identified as a 7.5% reduction. A. Daigneault said maybe that needs to be added to the IMA in those cases.
143 R. Anderson stated he operates in even numbers; it just makes everything easier. Maybe that number needs to be
144 looked at. R. Anderson just does not want that number to start to entice a member town to not have a seat at the
145 table.

146 C. Frye stated that the IMA is written such that the Board of Governors can make changes to it, it can be amended.
147 R. Anderson said if this draft get progress done and the Select Boards agree with the changes, the IMA can be
148 changed prior to the end date, all of the member town Boards need to sign it. Historically it seems it always get
149 changed near the end of the contract. Ray Anderson wanted to Thank this Board for starting this now, that is a
150 huge check box to make sure we are having this conversation now and not in October 2027 when the IMA expires.
151 C. Frye indicate he had motivation from the last go around. C. Frye made sure to note in the draft if a member
152 wishes to pull out, that the towns will still get their surplus. R. Anderson thinks it is 2 good idea to tackle the IMA
153 in increments, two pages at a time. Next Work Session will be pages 1 and 2 and if more than that, even better but
154 the goal is page 1 and 2.

155

156 C. Frye moved to adjourn. A. Daigneault seconded. J. Frechette in favor

157

158 Respectfully Submitted,

159

160 Darlene J. Bouffard
161 Recording Secretary
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172 THE MINUTES OF THE 7/9/2025 WORK SESSION WERE APPROVED e




