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​Executive Summary​
​Land Use Budgets 1998-2027​
​One of the Town Council's charges to this Ad Hoc Committee is to evaluate the staffing impacts​
​and budgetary implications of maintaining a combined Planning and Zoning Commission versus​
​restoring separate Planning and Zoning Commissions.​

​To help answer that question, I reviewed twenty-eight years of publicly available Town budget​
​records, allowing comparison of approximately fourteen years under separate Planning and​
​Zoning Commissions with the fourteen years since they were combined in 2012. The premise of​
​this review is straightforward: if combining the commissions significantly affected staffing or​
​costs, some evidence of that change should be visible in the historical budget record.​

​Staffing​
​After accounting for temporary staffing vacancies in the Zoning Enforcement Officer and​
​Building Official positions immediately preceding the merger, one finds​​no evidence that​
​combining the commissions materially reduced staffing levels.​

​Over the years the Town has experimented with different staffing arrangements—at times​
​providing separate assistants for the Planner, ZEO, and Building Official, and at other times​
​sharing assistants among departments—but these changes occurred before the commissions​
​were combined. Likewise, administrative support allocated specifically to the Planning and​
​Zoning budgets disappeared from the budget after approximately 2003, making it difficult to​
​determine whether combining the commissions had any measurable effect on clerical staffing.​

​Finding:​​the historical budget record does not support a conclusion that combining the​
​commissions produced significant staffing efficiencies.​

​Salary Trends​
​Salary growth appears to reflect broader economic conditions rather than changes in​
​commission structure. After excluding years in which positions were temporarily vacant, Land​
​Use salaries generally increased:​

​●​ ​approximately​​3.1% annually​​prior to the 2008 recession,​
​●​ ​approximately​​2.1% annually​​between 2009 and 2019,​​and​
​●​ ​approximately​​3.9% annually​​following 2020.​

​Page​​1​​of 9​



​Ad Hoc Committee to Evaluate Separation of the PZC​ ​8/4/2026​

​Finding:​​Salary trends appear more closely associated with broader wage conditions than with​
​the organizational structure of the commissions.​

​Operating Costs​
​While staffing costs have remained within expected trends, several categories of operating​
​expenses increased substantially during the period following consolidation in 2012.​

​Most notable are:​

​●​ ​software licensing,​
​●​ ​legal expenses​
​●​ ​professional and technical services​

​Finding:​​Software licensing costs increased significantly after 2013 and rose sharply again​
​beginning in FY2025. Whether this increase resulted from commission structure, technological​
​change, or other factors cannot be determined from budget data alone.​

​Legal Costs​
​Legal expenditures likewise increased substantially in years involving major litigation.​

​The public records for Planning and Zoning identify three distinct regulatory periods:​
​●​ ​the pre-2012 regulations, legacy zoning regulations that had evolved over 40 years;​
​●​ ​the major regulation rewrite adopted in 2012, under the Zoning Commission;​
​●​ ​the major regulation rewrite adopted in 2019, under combined P&Z Commissions.​

​The largest litigation line items reflected in the 2010–2011 budgets arose from a disputed​
​§8-30g affordable housing decision during the pre-2012 regime. During the period in which the​
​2012 regulations were in effect (2012–2018), litigation-related expenditures appearing in the​
​budgets (principally in 2013 and 2017) remained comparatively modest.​

​By contrast, under the regulations adopted in 2019, the Town has once again incurred​
​increasing litigation costs associated with procedural challenges to zoning amendments,​
​disputes over land use decisions, and litigation involving interpretation of provisions contained​
​within the revised regulations.​

​Finding:​​Litigation has occurred under all three regulatory periods. However, the more recent​
​budgets reflect substantially larger litigation expenditures than those incurred during the period​
​in which the 2012 regulations were in effect.​

​Whether these later disputes reflect shortcomings in regulatory drafting, legislative review,​
​changing development pressures, or other factors cannot be determined from budget records​
​alone. While this analysis cannot establish causation, it does identify a pattern that merits​
​further examination to evaluate the effectiveness of the current commission structure.​
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​The increase in litigation-related expenditures raises legitimate questions the Committee may​
​wish to consider:​

​●​ ​Did the combined Planning & Zoning Commission have sufficient time and expertise to​
​thoroughly review and refine major zoning amendments before their adoption?​

​●​ ​Has the combined commission structure affected the clarity, consistency, or legal​
​defensibility of the Town's zoning regulations?​

​●​ ​Would separate Planning and Zoning Commissions provide additional opportunity for​
​careful review of major regulatory amendments before adoption?​

​●​ ​Whether the organizational structure of the Commission influences not only how​
​regulations are drafted, but also what types of policy changes are proposed and​
​ultimately adopted - that leads to expensive lawsuits.​

​Plan of Conservation and Development​
​Despite reviewing budgets back to 1998 – covering preparation of the 2003, 2010/2013 and​
​2020 POCDs – there are​​no identifiable budget line items for an outside consultant to​
​prepare or assist in preparing the POCD.​​By contrast, the current budget proposes funding​
​for outside professional assistance with preparation of the next POCD.​

​Finding:​​Hiring an outside consultant to help prepare the POCD is a new development.​

​Whether this represents a consequence of combining the commissions cannot be determined​
​from budget data alone. However, it does raise an important policy question:​​Has the​
​combined Planning and Zoning Commission become so occupied with zoning​
​administration and development review that it no longer has sufficient capacity to​
​perform one of its principal long-range planning responsibilities – a responsibility that​
​belonged within the purview of the Town Planner under separate commissions – without​
​outside assistance?​

​That question lies squarely within the Town Council's charge to this Committee.​

​Conclusion​
​Any anticipated staffing savings from combining the commissions simply do not appear in the​
​budget. Legal and software costs are going up. If staffing didn't decrease… yet planning​
​capacity appears to have decreased, resulting in outside consultants needed to assist in​
​long-term planning… then one naturally asks:​

​What exactly was gained by combining the commissions?​

​Dave Schroeder Jr​
​Ad-Hoc Committee to Evaluate Separation of the Planning Commission & Zoning Commission​
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​Budgetary Analysis:​
​Planning, Zoning & Land Use 1998-2027​

​Staffing​

​From 1998 till 2003 the Planning Director and ZEO budgets shared the cost of both an assistant​
​and administrative clerk equally, and for several years the ZEO was aided by what appears to​
​be a part-time assistant. Both Planner and ZEO had small budgets for incidental jobs (e.g.​
​summer employment, data entry, etc). The ZEO’s part-time assistant was discontinued in 2000.​

​Meanwhile the Building Inspector’s budget included both an Office Assistant and an Assistant to​
​the Building inspector.​

​This setup changed in 2004 when both Planning Director and ZEO were each budgeted with​
​their own Office Assistants, and the shared administrative clerk position was discontinued. The​
​Assistant to the Building Inspector position was also discontinued, and in its place a small​
​allowance budgeted for a part-time Assistant.​

​In 2005 it appears there was a months-long hiatus without a ZEO, resulting in a budgetary​
​saving. Similarly from 2004 the ZEO Assistant position went unfilled until 2006, which also​
​appears as a savings, the role apparently being covered in 2005 by an Administrative Clerk.​

​It appears that all staff took a wage cut in 2009 as a result of the poor economy tied to the stock​
​market crash, with a partial raise in wages in 2010. Additionally the ZEO’s Assistant position​
​appears to have been cut in 2009, not reappearing in the budget again until 2013.​

​In 2011 & 2012 it appears that there were staffing difficulties with filling first the ZEO and then​
​the Building Inspector positions, which together with the lack of a ZEO Assistant inadvertently​
​resulted in the lowest Land Use budget the town had seen in decades. Evidence from minutes​
​indicates that volunteers on the Zoning Commission were coping under this unintended staffing​
​deficit.​

​This was the situation as it stood in 2012 when the Commissions were combined.​

​From 2013-2019 the Planner’s Assistant position appears to have been cut. This left one Office​
​Assistant with the ZEO (or the ZEO and Planner shared an Assistant as before). The Building​
​Official continued with their own Office assistant and a small budget stipend for a part-time​
​Assistant, as had been the case since 2004.​

​From 2020 onward, the entire Land Use budget appears as a combined departmental budget.​
​All Assistant wages have been combined into one cost position. Similarly the ZEO and the​
​Building Official wages have been combined into one cost position. The operating expenses,​
​training, professional subscriptions, etc. of the Planner, ZEO and Building Inspector are now all​
​shared in one combined budgetary item. This makes it easier for bookkeeping but makes it​
​more difficult to trace actual expenditures, the number of actual assistant positions, part-time​
​employees, etc.​
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​In 2022 it appears one of the “Supervisor” positions went unfilled (i.e. the ZEO or Building​
​Inspector), resulting in a budgetary cost savings. Similarly an Assistant position appears to have​
​gone unfilled for a time in 2023.​

​Finding:​​No measurable reduction in staffing attributable​​to combining the commissions.​

​Staff Wage Trends​

​The Assistant to the ZEO/Planner position being cut seems to be the primary driver of the​
​budget decrease for wages in FY 2000.​

​Between FY 2000-2008, unfilled staff positions aside, it appears that there is a period of linear​
​wage-growth incremental increases across all Land Use departments representing a growth​
​rate of 3.13% compounded annually. This period of wage growth ended in 2009 with the​
​economic crash and resulting wage cuts.​

​If one discounts the anomaly in 2011 and 2012 of dual unfilled staff positions, one sees another​
​trend emerging with a steady linear increase in wage growth between 2009 and 2019​
​representing a growth rate of 2.1% compounded annually.​

​It appears that in 2020, presumably tied to the outbreak of COVID, there was a department-wide​
​wage increase, and again in 2024. From 2020 onwards, if once again one discounts the​
​anomaly in apparent savings due to unfilled staff positions, there appears to be a new trend of​
​yearly rate of wage increases within the Land Use departments representing a growth rate of​
​3.92% compounded annually. In real terms over the last 15 years, the budgeted salaries for the​
​Land Use have risen from $210,000 to $370,000, representing a 76% increase, or an average​
​rate of 3.80% compounded annually.​

​Finding:​​Wage growth appears driven primarily by broader​​economic conditions rather than​
​commission structure.​

​Commission Costs​

​The costs associated with the volunteer commissions, both separate and combined, have been​
​miniscule compared to staff wages and associated Land Use budget items. Operating expenses​
​for the Commission(s) have regularly been budgeted at less than $1,000 a year, and have​
​remained so with few exceptions over the last 28 years.​

​It does appear more volunteer training occurred up until 2008, and then again in the few years​
​after the Commissions were combined in 2012. A line item in the budget for Commissioner​
​training has disappeared since 2018, apparently those expenses are now being absorbed into​
​the general Land Use budget, although this was not the case prior to 2019.​

​Finding:​​Costs of the volunteer commissions themselves​​are negligible regardless of structure.​
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​Operating Expenses​

​After accounting for inflation, routine operating expenses across the Land Use departments​
​have fluctuated from year to year but remained generally consistent over the 28-year review​
​period.​

​Finding:​​No measurable change in routine operating​​expenses can be attributed to whether the​
​commissions were separate or combined.​

​Training Costs​

​Training for volunteer commissioners appears to have been provided as needed. Planning​
​Commission training was budgeted more actively before 2008. Since then, volunteer training​
​costs have generally fluctuated around $1,000 annually, regardless of commission structure.​

​After accounting for inflation, staff training costs across the Land Use departments also​
​remained generally consistent through 2024. Budgeted training costs increased during the two​
​most recent fiscal years.​

​Finding:​​Volunteer commissioner training has remained​​a minimal expense under both​
​separate and combined commission structures. Recent increases appear primarily within staff​
​training budgets.​

​Software Costs​

​Beginning in 2013, the former​​Digital Mapped Sym​​line​​item appears to have been replaced by​
​LU Software Licensing​​, budgeted at $10,500 annually​​under miscellaneous administrative​
​expenses. Depending on the comparison year, this represented an increase of approximately​
​five to twenty times the cost of the earlier software.​

​Budgeted software licensing increased to $39,000 in FY2025 and has remained above $24,000​
​annually since then.​

​Finding:​​Software costs increased substantially beginning​​in the first year after the​
​commissions were combined and rose sharply again in FY2025. The budget records do not​
​establish whether these increases were related to commission structure, changing technology,​
​expanded services, or other factors.​

​Consultants/ Professional Services​

​Since 2009, approximately $2,000 has generally been budgeted annually for professional or​
​technical services associated with the volunteer commission, although the account appears to​
​have gone unspent in roughly one-third of the reviewed years.​

​Consultants have otherwise appeared as identifiable budget items when used. For example, the​
​FY2011 Planning Director’s budget included funding for​​Grant Consultant​​and​​Project​
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​Assistance​​. Planning Commission minutes indicate that the consultant assisted with obtaining a​
​grant, although the purpose of the additional project assistance could not be determined.​

​The​​Professional Services​​appropriations appearing​​in the FY2026 and FY2027 Land Use​
​budgets may include consulting or technical assistance, but their intended uses are not​
​identified. The proposed $75,000 expenditure for assistance with the POCD does not appear as​
​a separate Land Use line item in either budget.​

​Finding:​​No identifiable budget appropriation for​​an outside consultant to prepare or assist in​
​preparing a POCD was found before 2026. No noticeable increases in professional service fees​
​occurred during or prior to the years POCDs were updated (2003, 2010 and 2020). The record​
​appears to establish that no outside assistance was used for the POCD during the period​
​reviewed.​

​Legal Costs​

​The reviewed legal expenses appear to fall into two broad categories.​

​The first consists of legal review associated with substantial zoning amendments. Such costs​
​appear from approximately 2009 through 2014 and again from 2017 through 2019, preceding​
​and immediately following the comprehensive zoning regulation rewrites adopted in 2012 and​
​2019. These expenses varied by year but generally remained comparable to staff training costs.​

​The second category consists of litigation expenses arising from appeals or lawsuits involving​
​land use decisions. Significant litigation-related costs appeared in 2010–2011, 2013, 2017-2019,​
​and again beginning in 2025. Unlike routine legal review, litigation has generally produced rapid​
​and substantial increases in budgeted legal costs.​

​Finding:​​The historical record indicates that modest litigation costs occurred between 2012 and​
​2018, corresponding to the period the zoning regulations adopted in 2012 were in effect.​
​Significant litigation appears both before and after that period. Under regulations adopted in​
​2019, a pattern of mounting litigation is unmistakable.​
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​Appendix - Record Data​
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