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TOWN COUNCIL
WATERTOWN, CONNECTICUT

MONDAY, APRIL 13, 2026
SPECIAL MEETING — 7:00 P.M.
MINUTES

WATERTOWN TOWN HALL
TOWN COUNCIL CHAMBERS
61 ECHO LAKE RD.
WATERTOWN, CT 06795

Call Meeting to Order.
Chairman Jonathan Ramsay called the meeting to order at 7:00 p.m.

Pledge of Allegiance.
Chairman Jonathan Ramsay led the pledge of allegiance.

Roll Call.
PRESENT: Jonathan Ramsay, Chair

Michele McHugh, Vice Chair
Dan Cocchiola

Ken Demirs

Robert Desena

Carina Noyd

Robert Retallick

Mary Ann Rosa

Rachael Ryan

ABSENT:

OTHERS PRESENT: Mark Raimo, Town Manager

Megan Guiliano, Assistant Finance Director
Lisa Fekete, Acting Superintendent

New Business.

a.

Discussion and possible action regarding proposed Town Manager/Board of
Education Recommended Fiscal Year 2026/2027 budgets.

Mark Raimo. Town Manager and Lisa Fekete, Acting Superintendent presented Town
and BOE Budget Scenarios.
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Mark Raimo stated the council members had asked to look at other ways to look at
our budget, we worked through that process and [ would like to thank the
Superintendent. Although we look at things differently, I think we came collectively
together to better understand one another’s budgets.

Lisa Fekete stated it does give a nice side by side because one of the first things we
noticed was. we approached differently, so we started to line it up, it was nice to be
able to work together.

Document attached

Council questions:

Chairman Jonathan Ramsay asked going back to our option 3 slide the CNA part of
the BOE reduction just to clarify do you have currently 2 classes or do we have 1
with the budget?

Lisa Fekete answered we use to have two, I think there was a reduction to have one
CNA class. The original intent was to increase the 2 sections but our thought was if
we didn’t get enough enrollment for the 2 CNA classes, we would make one an EMT
class.

Vice Chair Michele McHugh asked the EMT class where would that come from, is
that in the budget or not in the budget?

Lisa Fekete answered no, there were 2 CNA classes in the budget if we didn’t get
enough numbers to fill 2 CNA classes sections in the budget, we would have one
CNA section and | EMT section.

Vice Chair Michele Hugh asked currently there would be no EMT?
Lisa Fekete answered correct.

Robert Retallick asked can you help me understand this scenario the nurse manager,
do you currently have one now?

Lisa Fekete answered we do, we had a nurse manager in the past. Dr. Villanueva has
cut a parochial nurse which | know was difficult for the parochial schools we had a
Nurse Manager at that time. Right now, the Nurse Manager is primarily stationed out
of the parochial schools to help cover those hours and she travels to school if there is
subs. One of the things we did this year, the nurse network is very costly. nurses to
get subs for. We are better off hiring a floater and using our nurse manager to travel
around because she can do some of her managerial tasks from wherever.

Carina Noyd asked can you tell me what some priority the three items mean for
option 2 and is in 3 as well?

Lisa Fekete answered there were things like some instructional materials for various
departments. there were conference type of things to go for a conference, mostly
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materials but people were asked to code to priority 1, 2 and 3. We did review the
priorities 3’s and that is where we took from. Certainly not the people didn’t need it
or want it but we did ask our people to priortize, which they did do.

Carina Noyd commented [ planned on saying we are not looking at apples to apples
before I looked at this, the same terminology in my head. I am so glad that it truly
lines from square one, it is much able to understand and to support.

Dan Cocchiola stated it looks like the work you created these fantastic options. Part
of what can decide which one of those we are going to propose forward to the voters.
Best as I can tell the big difference on the town side is around the fleet management
plan. On the town side if we bought the nine vehicles would that shorten the length of
time before we were able to replenish the fleet, would that in the next five years
potentially decrease how much the fleet would cost, theoretically.

Mark Raimo answered I don’t have that answer 100% we tried to work through that
to understand it. The more you stack the vehicles into | year and increase the leases
out it becomes unstainable in your 4 or 5 depending on the length of years of the
lease. This I fee! we could come comfortably get through 3 and probably 4 years. |
have some other thoughts whereby applying monies that are already in the towns
possession without directly moving it from the General Fund. From there next year
we are better suited to give all that information so that we can truly understand to
2040. So that no one else has to redo this work whoever sits in my chair when | leave
will have a plan and say this how we are going to stay on track. I think that where we
missed the point over the years, we never really thought passed the one or two years
this is going to be helpful for us with the budget going up 10, 15 years.

Dan Cocchiola asked on the school side | remember a couple of weeks ago
Superintendent Fekete you talked about freshman basketball being the important
thing in town. Then I look at the middle school cross country and those kinds of
activities. I was having a conversation with someone today whose kid is at Swift
Middle School and thinking about the opportunities available. Those are what’s next
and now 3 tutors supporting our students.

Lisa Fekete answered yes, the most impactful is the freshman basketball because the
freshman’s sport is what kids tend to gravitate towards and the tutors and the CNA
section. Those are the ones that | believe have impact. When you get down beyond
that into the other reductions if we were to go outside of 3 those are extremely
impactful. We would never have that amount of people leaving 1t would be very rare

Dan Cochhiola stated the differences between those 2 scenarios is if we look at the
daily rate its 15 cents or it is something to consider. That is what you get for those 15
cents?

Lisa Fekete answered right.
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Mary Ann Rosa asked the slide you have up now the impact slide, those are very
large cuts, additional cuts. Are you indicating if [ am reading this correctly that would
bring this down to one mil. Would have to make those cuts to get to one mil or below.

Mark Raimo answered scenario 3 which we gave you 1s at the 1.07, to get to one mil
we would have to an additional $175,000.

Chairman Jonathan Ramsay stated this is just a priority list.

Mark Raimo stated if you told us to cut and go to 0 which is this is we are going to
head next.

Mary Ann Rosa stated these two would be to reach the one mil.
Mark Raimo answered no, we would need $175,000.
Mary Ann Rosa added so you would have to do all these to get to one mil.

Lisa Fekete stated we will get some of those other scenarios. This is the maximum
dollars for those other scenarios that we figured on. The worst-case scenario for the
BOE would be $850,000 of those ones at the top. We started with the 1 through 3 we
ran all those scenarios between the two of us, we wanted to do our duty.

Rachael Ryan asked Mark, under the option 3 you went over the highway, the public
buildings is the HVAC, the employee benefits the health care you described.

Mark Raimo answered that is correct.

Rachael Ryan asked can vou say again about the police and patrol detectives the
$33,7507

Mark Raimo answered without discussing it with the Chief I took equipment from the
emergency response, it was night goggles, helmets it was satety equipment for the
members of the department that need to do that. After | notified the Chief last Friday
when we ran through this, he had called me this morning and asked if we could redo
those numbers and the conversation was yves. we could. The Chief would like to give
up a command staft vehicle and keep the ERT money in there as long as the council
approves that number we will work within that department to make sure the Chief and
the Police Department get what they need.

Rachael Ryan asked the reserve and wage benefits?

Mark Raimo answered when we put the budget together and presented it to the
council for the first time. we were still not settled with the Highway Department so
we anticipated money in this year’s budget to cover the contract. It was settled and we
need to put it in next vears budget in case it went over July I*". They have settled
since then so we removed that $355.000 and there is still money in there for the other
union contracts that are still open.
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Vice Chair Michele McHugh asked Lisa can you go through us, why there were no
savings attributed to employee benefits?

Lisa Fekete answered I don’t have the specific numbers on it, Ms. Kashuba 1s on
vacation but | have the explanation of why and I am more than happy to run those
numbers and get them to the Town Council. What had occurred when we budgeted
for this year our proposal budget, we used the adopted insurance amount then a
calculated 14 percent above amount that to get to our proposed amount. When the
number came in, we were very happy it came in with 10 % percent and we thought
perhaps we might achieve some savings. With Marie speaking to the insurance
company and looking at what had happed in the fiscal year, it was budgeted for an 8.3
percent and it was actually came in at 8.56 percent. The second thing that happened
was when we budgeted for this fiscal year and it wasn’t accounted for the fact as the
plan was attractive that we might had some increased interest in membership. We had
an increase in more people that wanted to take the benefits and we had an increase in
some people that may have now had a family. Ultimately when we got the 10.5
number, we ran all the people that are currently are members and then figured out
from there, there wasn’t really much of a reduction. Then certainly if we reduce any
staff members that also maybe reduction until we get to that place. What I got from
Maria it’s because the increase came in higher when we used the membership it
increased and we didn’t account for that in this fiscal year.

Robert Retallick asked on this slide again the fire truck replacement for $150,000, 1
know we put that away every year to build up to the amounts to be able to buy
something, what amount do we have now? That number hasn’t changed in the 30
years and I know the cost of a fire truck 1s 2 million.

Mark Raimo stated the Deputy Chietf and [ just had this discussion is that we do have
to look at fleet management, we have to understand the impact of how much we are
putting aside to purchase a truck and when do we purchase these trucks and how long
do we keep our trucks. This is a bigger conversation we are going to have and bring it
back to the council to say these are our recommendations.

Megan Guiliano answered including the Fiscal Year 25/26 we have $340.000 in that
account,

Robert Retallick asked what is the next thing that needs to be replaced?
James Demarest. Deputy Fire Chief answered Resue 10.

Robert Retallick asked the next thing is paving we just took a bond out for 10 million
dollars for paving what is the $100.000 for?

Mark Raimo answered in the operations budget we do put money for paving.
potholes, the Highway Department would do specific work. I would have to go back
to my computer I think Jerry budgeted around $300.000; by pulling $100,000 it
would reduce that. To be honest with yvou, the rationale [ had and discussion with
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Jerry is we do have the money that we just bonded and we are going to be committed
to paving all these other streets. That is an easy place for us to pull back $100,000
without technically effecting our paving program, it is just a balancing act.

Lisa Fekete added going back to Mary Ann’s question, your question about budgeting
moving into this fiscal year. I do think there were times and spaces with the budget
where things were not necessarily trued up. As I indicated when I presented to the
Town Council and to the board, Ms. Kashua and I went through all thirteen hundred
lines and looked at three years past expenses and trued up the lines. That is why there
was so many adjustments and notes in the margin. Full disclosure [ do think there
were times and spaces where the number was too low or too high and we did our due
diligence this year to budget accurately.

Dan Chocchiola asked the idea of leveling up and giving the town foundation that we
need is a conversation that | have been engaging in for the last couple of months and
it seems like the difference between option 2 and 3 is really narrow. One is the
foundation gives us at a deeper level than the other and I just want to engage that
conversation with you. If the gap between were really wide that certainly would be
meaningful on one hand. As we look at these numbers it is relatively narrow, we
could something for a relatively narrow investment on one versus the other and a
credit to all the work, the leaders did this past week to show us these numbers.

Chairman Jonathan Ramsay added the difference between those two numbers is
$600,000 between both sides.

Mary Ann Rosa stated we have an opportunity after the public hearing to vote on the
actual amount that will go to referendum. The figure that we send tonight is not
necessarily the one that goes to referendum. Personally, I don’t support the higher
number, the impact of the additional $319.00 over the tax increase we gave people
last year is too much. If the majority of the people that come to the hearing don’t
agree me then we change it when we send it to referendum. [ feel the responsibility to
send to hearing what I think is a reasonable number it would be option 3 or less. it
would not be option 2.

Ken Demirs asked we had the auditor come in at the last meeting, we had a list of
accounts that could be closed out, is there any way of capturing those amounts before
budget season is over?

Mark Raimo answered there is a couple of things, I am very thankful of the auditor
we have and all he has given to the town but [ don’t agree with his assessment of that
usage of the funds. There is a general statute that directs us to take any proceeds from
a bond and then put it back into the bonding payment. [ did send out a week ago. to
our bonding agent to say would we be breaking the law by accumulating the interest
that is on bonds and putting it into an account that we can use through council
approval. I don’t see where it says that in the law, I think it’s very well established
that we cannot do that. There is a lot of work for us to do, there are files left, saved
the process we went through. We have to accumulate those files and rebuild them and
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then for next yvear we are going to be in a position to say we are moving these items
either back off to pay something of our bonds or there are some funds in there we
have to bring together. One of the funds that come to mind is the Munson house there
is a couple hundred dollars in there, the old Town Hall there is money where we took
donations I don’t think we can go and just use that money. We have to put that back
in something that the Town Council directed us to do that. No, I would love to use it
and say yes, it’s there but I think we would be going into areas where we would could
get ourselves in trouble.

Ken Demirs asked that was our auditor that suggested closing those accounts out?

Mark Raimo answered but he is not an attorney, from an accounting perspective it
makes a lot of sense. I did find a statute and [ am getting clarification on 1t.

Chairman Jonathan Ramsay added my opinion on those funds is once we identify
which ones we could which ones had bonds and didn’t have bonds, our debt services
somewhere close to 7 million dollars a year, all those funds we are closing out go to
pay oft part of the part of the debt, which would reduce our debt service for the year.
With the account saying and what the bond attorney will most likely say will both
apply because we are using to pay down the debt we have in place.

Carina Noyd commented on option 3. [ would hate to see over $300,00 lost from the
Highway Department I think it is very necessary and the potential loss of the either a
CNA or an EMT [ also think is a significant loss.

b. Vote on Fiscal Year 2026-2027 Budgets to be sent to Budget Public Hearing.

Motion: Michele McHugh seconded by Robert Desena: I move that the following
budgets be approved to be sent to Budget Public Hearing

A. Town General Fund
B. School General Fund
General Fund Total

40,071,355
60,011,962
100.083,317

C. Water Extension 0
D. Sewer Extension 0
E. Sewer Operations £.748.016
F. Sewer Capital 0
G. Water Operations 3,560,586
H. Water Capital 0
I. Water and Sewer Debt 2,537,566
I. Crestbrook Golf Operations 1,120,765
K. Town Road Aid 471,772
L. Local Capital Improvement 240,055
M. Debt Service Fund 0

The amounts represent the following:
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Reduction in the Town General Fund Budget by $2,400,000
Reduction in the School General Fund Budget by $200,000

Chairman Jonathan Ramsay stated this would be the mirror image of Option #3 that
was presented.

Rachael Ryan stated [ would be in support of Option #2 not Option 3 because [ don’t
want to see any cuts to the BOE budget considering they already cut a considerable
amount from the beginning and this would harm the experience of our students.
Carina Noyd asked for clarification, Michele would read the first two-line items.
Vice Chair Michele McHugh read again the first two-line items.

Chairman Jonathan Ramsay the future motion would be setting the public hearing and
the meeting after the public hearing would be our final vote to send the numbers to
referendum.

Aye: 6 Ramsay, McHugh, Demirs, Desena, Retallick, Rosa

Nay: 3 Cocchiola, Noyd, Ryan

Abstain: 0

Motion passes

¢. Consider setting the Public Hearing date to hear comments on the proposed Fiscal
Year 2026/2027 budgets.
Motion: Michele McHugh seconded by Ken Demirs: | move to set the Budget Public
Hearing to be held on Wednesday, April 22, 2026 at 7:00 p.m. in the Watertown High
School Auditorium to hear public comments on the proposed Fiscal Year 2026/2027
budgets.
Discussion: none.
Motion passed unanimously

Adjournment.

Motion: Ken Demirs seconded by Michele McHugh: to adjourn the Special Meeting at

745 p.m.

Motion passed unanimously
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Respectfully submitted,
Jonathan Ramsay, Chair
Watertown Town Council
Approved:

Susan King, Clerk
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