February 23, 2018 (Recessed Meeting - Retreat)

Minutes of the recessed meeting of the Mayor and Board of Commissioners of the Town of Elkin, February 23, 2018, 8:30 a.m., at The Liberty.
Present:  Mayor Sam Bishop, Commissioners Cicely McCulloch, Jeff Eidson, Terry Kennedy, Tommy Wheeler and Skip Whitman.         

Also present:  Town Manager /Finance Director John Holcomb, Assistant Town Manager/Director of Recreation and Parks Adam McComb, Planning and Zoning Director George Crater, Public Works Director Robert Fuller, Police Chief Monroe Wagoner, Interim Fire Chief Don Mitchell, Economic Development Director Leslie Schlender, Downtown/Community Manager Laura Gaylord (joined the meeting at noon), Town Attorney Raymond A. Parker and Town Clerk Cathie Tilley.
Guests:  Liz Jernigan, Senior Regional Planner Northwest Piedmont RPO (facilitator), Tribune Editor Wendy Wood and Dr. Woody Faulk.   

Welcome and Introductions – Mayor Bishop
· Reconvened the recessed meeting and welcomed everyone.
· Introduced Liz Jernigan, and welcomed her as our facilitator. 
· Introduced staff.

Mayor Bishop turned the meeting over to Town Manager Holcomb.
Capital Projects Improvement Plan:
· Town Manager Holcomb:
· Want to give you an idea of what this is going to look like:

· Governing Body:  Shell Building - $125,000

· Will be looking at $250,000

· Sent letter to Surry County Commissioner Eddie Harris to see if they will consider helping us (matching request)

· Finance:  Accounting Software and Exchange Servers - $14,000

· Getting IT system up to date.

· Looking to add another server in 2019.

· Will have all our servers updated
· Looking at software

· Making sure it is up to speed

· Recreation & Parks – Adam McComb

· Expansion to current recreation center (has been on this list for awhile) - $2,530,000
· Fitness equipment - $120,000
· $20,000 each year  

· Trade or sell old pieces of equipment

· Athletic field lighting - $400,320 (FY ’22)
· $10 year lease for $50,096 annual payment

· Crater park renovation - $90,000 (FY ’23)
· Has invited school in on this project

· Mowing equipment - $30,000 ($15,000 FY ’20/$15,000 FY ’23)
· Backhoe - $85,000 (FY’23)
· Pool facility upgrade - $200,000 (FY ’22)
· Girl Scout hut (gravel parking lot) - $15,000 (FY ’19)
· Tennis courts resurfacing - $16,400 
· Once completed this year, plan to budget for annual maintenance to resurface four courts per year 
· Municipal park south upgrade remove old water plant building - $136,000 (FY ’20)
· Looking at asking for a NCPARTF Grant

· Plan to put picnic shelter with tables, parking and small restroom, etc. to better utilize this area

· Recommended this year:
· Athletic field lighting - $400,230 (10 year lease of $50,096)
· Fitness equipment -  $20,000

· Dump truck - $43,000

· Tennis courts – resurfacing - $16,400 
· Girl Scout Hut parking - $15,000

· Town Manager Holcomb stated the total for FY ’19 for Recreation and Parks is $144,496.
· Fire Department – Chief Don Mitchell

· Utility vehicle truck - $50,000
· The one we are currently using was donated years ago.

· Replace 2 SCBA - $15,000
· Five complete sets of PPE - $27,500

· Purchase five more sets FY ‘21

· Washer and dryer (for washing gear) - $25,000
· Need to wash gear to get carcinogens out

· Will have to do some plumbing and wiring for this

· Breathing air system - $20,000
· Replaces system for refilling SCBA cylinders

· Current is at least 30 years old

· Commissioner Whitman asked if the town had ever gotten grant money.

· Former Fire Chief Tommy Wheeler said the town had.

· Commissioner Whitman asked that someone contact Chief Freddy Johnson at Stoney Point Fire Department.

· They have grant information that they will gladly share with Elkin.
· Town Manager Holcomb:

· The total for FY ’19 for the Fire Department is $137,500.

· Items listed below this portion of the Fire Department requests are for future years.

· Commissioner Whitman asked how long is our ladder truck going to last?

· Following much discussion, Commissioner Whitman requested a plan in order to have an idea of what we will do if we get to the point of needing a new truck.

· Informed everyone that he met with Chief Mitchell, Chris Knopf, Surry County Manager and Robin Smith, surveyor.
· Looked at County property near Shiki’s.

· Want to see if the County would consider giving this property to Elkin for a new fire station.

· Police Department – Chief Monroe Wagoner

· Vehicles - $246,500 (FY ’20, 22 and 24)
· This is our big item

· Replace ten Viper walkie talkies - $12,170
· A few years ago, the county received a grant for communications.

· We received 12 walkie talkies then.

· Having some difficulties with these now.

· Planning & Zoning/Airport – George Crater

· We have three NPE grants for $150,000 each:
· #15 (Town match) - $16,667

· #16 (Town match) - $16,667 (FY ’20)

· #17 (Town match) - $16,667 (FY ’20)

· Grant 3.1 for runway safety area (3% match of $1.4M) - $42,000
· We have the NPE grants working for our hangars.

· Next project should be the green airport concept.
· Other discussion included but was not limited to hangars, funding, payback, number of planes on a waiting list.
· Water Operations – Robert Fuller

· Streets:

· F-150 pickup - $30,000
· Two John Deer z-trac mowers - $18,000

· F-550 dump truck - $65,000 (FY ’20)

· John Deere Backhoe - $95,000 (FY ’22)

· Mini excavator - $35,000 (FY ’23)

· Powell Bill:
· Snow spreader and plow - $25,000 (FY ’23)

· Water Department:
· F-350 service truck - $70,000 (FY ’22)

· F-150 pickup - $35,000 (FY ’21)

· Air compressor (portable) - $20,000 (FY ’20)

· Raw water valve - $50,000 (FY ’20)

· Might look at doing this when we do raw water line project

· West Elkin automatic valve - $15,000

· Flocculator paddles - $40,000 (FY ’20)

· Hand rail replacement - $15,000 

· Alum sludge mixers - $18,000 (FY ’21)

· Generator at booster station - $52,000 

· Looking at the spreadsheet from Ryan Hager, we had 10.8 million dollars worth of work we needed to do
· Have done almost 2.6 million dollars worth of work including raw water line project

· Balance left is mostly water lines along streets

Robert Fuller:

· Gaps in Sidewalks 

· North Bridge Street:
· Connect existing sidewalk at Rumple Furniture to existing sidewalk at CC Camp bypass

· 1,000 ft. of sidewalk

· Cost - $60,000

· Discussion:

· This is a DOT street

· Power poles will have to be moved

· Duke Energy charges $50,000/pole

· There are 10 poles that need to be moved

· Check with Surry Electric for a quote to supply lighting along CC Camp Road
· East Market Street:
· Repair existing sidewalk at Dirty Joes (will complete sidewalk repairs on the south side of East Market Street)

· Cost - $15,000

· Discussion:

· Do not disturb area in litigation 
· Church Street North:
· Repair existing sidewalk as part of Church Street Project

· Expand existing sidewalk from 4ft to 5ft wide to meet ADA requirements

· Will tie into the roundabout project on Church and North Bridge Streets

· Cost - $20,000

· Church Street South:
· Repair existing sidewalk as part of Church Street Project

· Will provide safer conditions for Elementary School

· Cost - $30,000
· Future Paving Projects 
· West Main Street (Library Bridge to Sharp Curve):
· Milling and resurfacing - $107,400
· Curbing repairs - $23,000
· Catch basin repairs - $3,000
· Sidewalk replacement – $60,000
· West Main Street (Sharp Curve to Elk Spur Street):
· Milling and resurfacing - $118,000
· Curbing repairs - $50,000
· Catch basin repairs - $6,000
· Sidewalk replacement – $80,000
· Surry, Vine, Cedar and Franklin Streets:
· Milling and resurfacing - $65,305
· Curbing repairs (Surry only) - $30,000
· Catch basin repairs (Surry only) - $5,000
· Church Street was in the budget for this year.
· Surry, Vine, Cedar and Franklin Streets were in budget for next year (paving; not sidewalks)
· There was much discussion about sidewalks along North Bridge Street.  
· Robert (Fuller) said the top priority was Church Street, then in front of Dirty Joes Coffee Shop.
· Following discussion, Mayor Bishop made a recommendation to fund the project on Church Street.  
· Commissioner McCulloch made a motion to include sidewalk replacement along Church Street in this year’s budget.  Commissioner Whitman seconded the motion, and apologized to those who paid for sidewalks because we are changing precedent.  There were no questions.  The motion was approved with the following commissioners voting in favor of the motion:  McCulloch, Whitman, Eidson, Wheeler and with Commissioner Kennedy voting against the motion.   
Leslie Schlender:

· Town of Elkin Website Development 
· The new website is live.
· It is self-explanatory, so we will not go through everything.

· Talked about how to maintain going forward.

· Company will update in five years.

· Town will maintain individual pages.

· Following discussion, Mayor Bishop recommended Laura Gaylord to keep the website up.

· Ms. Schlender:

· Recreation and Parks’ website is different but it has link on this.  

· Each department should update their page quarterly.

· Asked commissioners to let her know if they had suggestions.
· CMC Project Dev. (includes RV Park Project Discussion) 
· Presented pictures of the property and noted this is the Chatham Plant 4 property.
· Will be discussing the possibility of the Town taking ownership of this property.

· Pointed out property owned by Surry Bank.

· We will need an easement in order to get to Chatham Park.

· The question to the Board is whether or not we are willing to pursue everything to take ownership of this property.

· Adam McComb:

· This will have to go through a Brownsfield agreement.

· State of North Carolina has been looking at this land a long time.

· As long as we adhere to any instructions, we will be okay.

· CMC Holding Corporation has deed restrictions in place for the property.

· There are about thirty teams who use the Chatham Park ball field for softball, baseball, soccer, etc. 

· Following discussion, Commissioner Kennedy made a motion to make an effort to take ownership of this CMC property.  There were no questions.  Upon a second by Commissioner McCulloch the motion was unanimously approved.

Mayor Bishop called a fifteen-minute break at 10:30 a.m.  He called the meeting back to order at 10:45 a.m.

Yadkin Valley Sewer Authority Update – Nicole Johnston & Benjie Thomas:
· J. L. Lowe, Chairman YVSA Board of Directors, thanked the Board of Commissioners for allowing the YVSA to make this presentation.
· The YVSA has accomplished a lot and has a lot to accomplish.  He introduced Nicole Johnson, YVSA Director, and Benjie Thomas, P.E., West Consultants, PLLC.
· YVSA has come a long way in eight (8) years.
· 2015 Improvements:

· Excavation for clarifier (old one being decommissioned).
· New clarifier will be bigger and better.
· Showed slides of construction of new lab building.

· Weyerhaeuser connection to YVSA system (Surry County Project)

· Will provide an alternative wastewater disposal method.
· Received more grants; therefore, doing additional work.

· 2017 Improvements

· Rehabilitate concrete structures and improve access to digester mixers.

· Collection system rehabilitation project.

· Repair or rehabilitation of :

· 191 smoke test defect sources

· 133 manholes

· Gravity main defects

· Replace 4,800 LF of 12” VCP (clay) with 12” PVC (plastic) and 12 manholes (Jonesville Yadkin River outfall)

· Improve the Elkin Yadkin River 21” outfall by raising the rims of 10 manholes and replacing the aerial segment.

· Applied for grants:
· $150,000 grant for high priority areas collection system assessment project

· $1,509,090—best case 75% grant for 2018 pump station rehabilitation project

· $1,615,774—best case 75% grant for collection system rehabilitation project

· High priority projects:
· Complete:

· 75,810 LF of smoke test inspections

· 350 manhole inspections

· 34,910 LF of 8” gravity line CCTV inspections and cleaning

· Verify if True Textiles is connected to YVSA collection system.
· Correct Elkin mapping within the project area and update YVSA GIS.

· 2018 Pump station rehab projects:
· Fox Hall 

· PVS 

· Hampton Inn

· Shore Street (eliminate)

· Dutchman Creek (eliminate)

· Osborne Street force main (partial replacement)

· Region (repair/support settling equipment)

· 2018 Collection system rehab projects:
· North Bridge Street – gravity sewer rehab

· First Baptist Church crushed VCP – replace 

· Orangeburg pipe in Jonesville – replace

· SW Elkin – follow-up items

· Wet well (Forest Hill pump station) – repair and pipe replacement
· Summarized all projects from the beginning of the YVSA:
· Grants - $9,728,239

· Loans - $5,793,280

· Local Match - $1,141,860

· Total - $16,663,379

· Rate was briefly discussed.
Financial Overview – Town Manager Holcomb:
· Presented a list of grants the town has received since 2002.

· Noted they total a little over sixteen million dollars and pointed out some of the larger ones:

· Airport - $5,316,759
· Recreation and Parks - $948,345

· Police Department - $66,535
· Infrastructure - $3,229,676

· Elkin Workforce Center - $881,815

· Regional Sewer Projects - $400,000

· Other grants included but was not limited to the following:


· Reeves Theater - $400,000 (Main Street Solutions Fund; Rural Infrastructure Authority Downtown Renovation Grant)
· Unassigned Fund Balance:

· As of June 30, 2017 our unassigned fund balance was 40%

· Was 38% the year before

· 2015 was 54% and 2014 was 40% 

· Average fund balance for a town our size is 68.24%

· Total operating expenses and transfers - $5,831,616
· Largest Unpaid Taxpayers:
· Looked at and discussed a few of these.
· Our fiscal year collection rate is about 98.5%

· Sometimes is up to 99.5%

· Debt Service:
· Town Hall Building:

· Last payment will be made June 20, 2019

· Public Works Facility:

· Last payment will be made April 1, 2019

· Economic Development Incentives:
· PGW:

· Period is for 8 years on 2 benchmarks (up to 80% on amounts in investment and employment exceeding benchmark amounts)
· Estimated 2019 payment - $247,000

· Estimated 2020 payment - $247,000

· Skull Camp:
· Period is for 5 years at 80% of amount exceeding incentive benchmark

· Estimated 2019 payment - $3,700

· Estimated 2020 payment - $3,700

· These incentives go away in 2021

· Water Fund:

· As of June 30, 2017, showed a profit of $118,385

· June 30, 2016, profit was $179,501

· FY 2018 water rates are $15.50 for a minimum of 2,000 gallons plus a volumetric rate of $6.00/1,000 in excess of the minimum allowance of 2,000 gallons

· Presented a brief history of the Water Fund:
· Took money from the General Fund for the Water Fund until 2013 when the Board decided to do this the right way.

· From 1991, 3.6 million dollars was taken from the General Fund for the Water and Sewer Fund
· Most of this sustained the sewer operations
· Once we got rid of the sewer, we were able to receive grants because of regionalization
· Discussed the rate structure again
· Said he believes that it is important that we look at a possible rate increase to volumetric rate and the minimum bill
· Started a Capital Reserve Fund in 2015
· Recommending putting fifty thousand dollars ($50,000) in this fund this year, and continue budgeting the same amount for the new fiscal year (if not more)
·  We try to stay in the median of the rates
· We want our rates to be realistic
· Thinks it is time to start looking at these rates again
· Wanted to let you know I will be looking at this again
· There was much discussion among the Board regarding the Town’s water rates including a brief history of the rates for the past six years
· Each $0.50 increase in the minimum bill results in $11,000 of additional annual revenue
· Each $0.50 increase in volumetric rate results in $42,000 of additional annual revenue
· Looked at the “Dr. Skip Whitman Analysis”
· Shows the Cost Recovery Ratio for FY’17 was 1.15
· Target ratio was 1.02 
· Other discussion:

· Commissioner Kennedy:

· John talked about going up incrementally
· We are going to be hammered whether we go up a little or more
· Do we want to be coming back each year and talk about this
· The day is going to come when what we have underground is going to have to be done and that will be millions and millions of dollars
· Commissioner Whitman:

· We are going in the right direction
· I agree with Commissioner Kennedy
Code Enforcement Projects – George Crater:

· Demolition:

· South Bridge Street—McNeil Building
· He has until March 31st to do something
· Pegram Street 

· There was a fire on this property
· Habitat is buying the property
· Paperwork completed.

· Property to be cleared by March 20, 2018
· Downtown Improvements:
· 207 West Main – repaired bricks on front façade

· 132 East Market – roof, plumbing and wall

· 126 East Main – roof, awning and drainage

· 209 East Main – repaired wall and roof

· 120 East Main – new bath, lights and roof

· 112 East Main – interior remodel and roof

· Showed pictures of:

· Court and East Main – remodeled

· East Main and Market – repairs

· East Main – roof repairs

· East Main – retaining wall

Mayor Bishop called a lunch break at 12:15 p.m.  He called the meeting back to order at 12:50 p.m.

Strategic Plan – Crystal Morphis (includes additional time for discussion points)

· Town Manager Holcomb asked Crystal Morphis to come forward with her presentation.
· Commissioner Eidson asked to speak first:

· Had a meeting last spring that led to other meetings and the formation of a group named Explore Elkin.

· Held discussions about what to do with the information from the meetings.

· Decided to ask Ms. Morphis to help lead our group through a strategic plan.

· She is going to help us to move forward with this information.

· Ms. Morphis:
· The planning process we used is the one we use over the southeast.

· This is a final draft of the Economic Development Strategic Plan.

· You will have an opportunity to provide input.

· We will be talking about Elkin investing in themselves.
· Explained how the steering committee went through the process to arrive at this plan.

· The plan being presented to you today has been approved by the steering committee.

· Highlighted and discussed the Plan including but not limited to the following:
· Executive Summary

· Implementation

· Action Items

· Survey Results

· SWOT Analysis

· Economic Impact of Downtown

· Product Evaluation

· Previous Studies Related to Economic Development

· Economic and Demographic Data

· Business and Livability Survey Results

· Noted the number one priority is the development and implementation of a community-wide master plan.
· Stressed the importance and potential impact of this plan upon the Town.

· Town Manager Holcomb asked for an estimate for the cost of the master plan.

· Ms. Morphis said the master plan would cost at least one hundred thousand dollars ($100,000.00).

· Mayor Bishop expressed appreciation to Ms. Morphis for an exceptionally comprehensive and impressive piece of work.
Downtown Business Overview – Laura Gaylord:

· Update on Downtown Investments
· The good news is investments have been strong this year in downtown due to:

· The Reeves Theater Project

· The Rock Façade Park completed

· Façade Grants

· Four Buildings purchased in the past year
· Discussion included but was not limited to:
· Downtown job creation

· Downtown investment

· MSAB investment

· MSAB focus for the next 18 months:

· Safety issues

· Historic preservation

· Improve public spaces

· Improve downtown marketing
· MSD Pending Projects 
· Gateway into town – should make a statement

· How can we improve this
· Sidewalk improvements

· Repair

· Landscaping

· Traffic calming

· Security - cameras in downtown

· Parking violations

· Improve alleys, streets, intersections and parking lots

· Economic Revitalization

· Ordinances with fines for unsightly properties (inside and out), if buildings not leased within specified time and prohibit demolition by neglect

· Encourage new businesses with incentives (tax, utility or other)

· Historic revitalization and preservation – new ordinances

· Improve public spaces

· Create interesting spaces (alleys)

· Focus on the future

· Remove debris from easements

· Improve safety and aesthetics

· Address kudzu issue

· We want a pedestrian friendly downtown
· We are inspired – MSAB engages in improvement projects each year

· Work together and ensure our downtown experiences tell our story

Revitalization Zone for Chatham Property – Town Attorney Parker

· There has been discussion about defining a special taxing district for the Chatham property in order to assess additional ad valorem property taxes on the properties located within the district to fund projects and services in this district
· A district tax must pass the following tests:

· Must benefit the public

· Must provide jobs

· Must increase the tax base
Mayor Bishop called a fifteen-minute break at 3:10 p.m.  He called the meeting back to order at 3:25 p.m.

Board Open Discussion – Ideas and Budget Priorities for Upcoming Year – Mayor Bishop:

· Discussion included but was not limited to:
· Town Manager Holcomb:

· $50,000 for sidewalk repairs (Church Street)

· It was the consensus of the Board that Laura Gaylord should be responsible for maintaining the new town website
· Will make sure this is included in her job description
· Master Plan for economic development strategic plan

· Do we want to include this cost ($100,000) in our budget for next fiscal year or start now
· 

Education on bonds

· Mayor Bishop asked Leslie Schlender for an update on the Heritage Center
· Should have floor plan within eight weeks
· Mayor Bishop:  When do you anticipate opening it
· Leslie Schlender:  Thinks the Chamber can move in July 1, 2018

· Mayor Bishop:  Need a Memorandum of Understanding between the Chamber and Town regarding the Heritage Center
· Recommends Leslie Schlender, Jeff Eidson and Cicely McCulloch represent the Town to develop the MOU
· Brief discussion on the roundabout on North Bridge Street
· More discussion on the Heritage Center:

· Landscaping

· Parking – Robert Fuller, Adam McComb and Leslie Schlender
· Town Manager Search – Mayor Bishop:
· Have been taking applications.

· Presented the ones we have received at the last BOC meeting.

· Will provide Commissioners by email an updated spreadsheet that will include a few more applicants.

· If the Commissioners agree on two or three applicants, Mayor Bishop will invite them to attend a closed session of the next BOC meeting to be interviewed.

Final Comments/Closing – Mayor Bishop

· Thanked:
· Staff for their work for the retreat
· Commissioner McCulloch for allowing use of The Liberty
· Angry Troll for providing refreshments 
Items noted by Ms. Jernigan as possible topics for future discussions:

· Investigate YMCA facility

· Plan for ladder truck and facility

· Demo old oil company on Standard Street

· Committee for snow removal on downtown streets

· Laura (Gaylord) managing website

· Identify partners for Master Plan and scope of work
· Education on Bonds

· Plan for Standard Street – angle vs. parallel parking

· Fund Balance

There being no further business, Commissioner Kennedy moved to adjourn.  Upon a second by Commissioner McCulloch, the meeting adjourned at 4:00 p.m.







______________________________






Sam Bishop, Mayor
Attest:
_____________________________        

Catherine C. Tilley, Town Clerk
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