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Excerpt from the approved 10/19/15 School Board Meeting Minutes

6. Planning for Future Funding of the Student Resource Officer (SRO) Position at
Merrimack Middle School

Superintendent Chiafery opened her remarks by noting that because the budget process is just
beginning that this would be an appropriate time to begin a conversation about the student
resource officer (SRO). Part of a Merrimack Safeguard grant has funded the position of the SRO
at the middle school. The question of who will provide the funds to pay for this position once
the grant runs out needs to be addressed. The conversation should take into account the value a
school resource officer brings to the school.

Superintendent Chiafery has already met with the Town Manager and the Chief of Police about
the position. She asked to have Principal Caragher and Assistant Superintendent McLaughlin
weigh in on the conversation.

Principal Caragher noted the incredible value the SRO brings to the school culture in several
areas. He complimented Detective Prentice and noted the high regard in which he is held.
Interactions with students in a school environment rather than from a squad car provides students
opportunities to build relationships of trust with the police. The calming force provided in the
hallways and lunchroom creates an atmosphere of safety, as does having a trained uniformed
officer around in a situation where a student is a potential danger to himself or others. The broad
role is challenging to define.

Assistant Superintendent McLaughlin spoke about the specifics of the grant which was written
seven years ago by former Principal Woelflein. Her goal was to put in place an environmental
change in the culture of the middle school in an attempt to reduce substance abuse. The grant
was to provide seed money to initiate a change with the stipulation that a sustainability plan be
built so that when the grant money goes away the change remains.

The grant was a five year grant that Merrimack was fortunate to have renewed for an additional
five years. Another factor of the grant specifically states that a sustainability plan must be in
place by year seven and the cost of the SRO needs to begin to be assumed in year seven and
completed by year ten. Other entities in the community would be expected to assume the
financial responsibility for the change. At any time during years seven through ten, if the plan
cannot be demonstrated, the seed money could be withdrawn.

The government project officer will visit Merrimack in the Fall to look for evidence that
Merrimack has begun a plan to assume total financial responsibility for the change that the seed
money 1s provided for.

Superintendent Chiafery spoke of her conversations with Police Chief Doyle and Assistant Town
Manager Cabanel and Business Administrator Shevenell about a the idea of cost sharing
arrangement of 51%/49% for this position, with the police department overseeing the position at
51%. She asked the finance director to put forth all of the costs associated with the position in
2015-2016 to assist with next year’s budgeting.
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Board Member Powell asked if there was a sustainability plan in place in year three and was told
yes. That plan had to do with community outreach and the maintaining of relationships with the
Youth Counsel. The sustainability plan is defined differently in years three (sustain the
momentum) and seven (define the environmental change).

Board Member Powell asked if we would have to reimburse the seed money if we were unable to
continue to fund the SRO. Assistant Superintendent McLaughlin explained that upon officially
receiving the second award last year, it had to be proven at that time that the expectations of the
grant were being met.

Board Member Schneider asked Business Administrator Shevenell to share how the SRO at the
high school is funded.

Business Administrator Shevenell stated that the Police Department pays the salary and benefits
and that the school district covers the cost of the cell phone and some conferences.

Board Member Guagliumi made the point that the management oversight from the police
department will continue and that the funding for both should be from the same source. She
suggested that the first step would be to approach the Town Council to wholly fund the position.

Vice Chair Barnes agreed and noted that the school district only has access, not management
over the SRO. Therefore the funds should not come from the school district’s budget. Thisisa
worthy position but the funding should come from the Town. She also noted that the 49%
funding amount is very generous since the school year is only about half of a calendar year.

Board Member Schneider commented that there is no difference in the role of the SRO at the
middle school and high school and they should be treated the same.

Student Representative Marcus asked if we would still be eligible for the grant if the SRO was
funded by the Town Council rather than the school district.

Assistant Superintendent McLaughlin answered that the grant does not make distinctions
between one pot of money or another. The expectation in the second grant is that there would be
a partnering with another community entity. He noted that the distinction between the two SROs
s the grant requirement of an environmental change that supports prevention. Prevention is
more appropriately addressed in the middle school.

Chairman Ortega made some clarifying points. When the district receives an invoice from the
Town for the middle school SRO, the funding comes from the grant. In the proposed construct
the Town would invoice the district and $11,000 would come out of the operating budget and the
remainder of the cost would come from the grant leaving a surplus of $11,000 in the grant for
Mermimack Safeguard to utilize.
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Business Administrator Shevenell noted that there are additional costs to factor in such as
increases in salary, promotions, collective bargaining, and health insurance that would come out
of the surplus $11,000.

Chairman Ortega asked if in order to show progress, the Town took up the funding of the SRO,
would they invoice the district for slightly less than the current invoice, leaving additional funds
for Project Safeguard to use to promote prevention.

Business Administrator Shevenell answered yes.

Vice Chair Barnes asked if the $11,000 difference would come out of the operating budget and
Superintendent Chiafery answered yes and that the remainder would be paid from the grant. She
observed that there seems to be a need to go before the Town Council on the continued funding
of the middle school SRO.

Business Administrator Shevenell stated that the School Board, police chief, and administration
are committed to the SRO at the middle school. We were fortunate to have this paid for by a
grant for the last ten years and we are now trying to have this partnership with the police
department continue and assuming a new 51%/49% partnership would be viable. The premise
behind that additional $10,000 in the 2016-2017 operating budget with continued incremental
increases, is that it would bring us to the 49%, ($50.000) needed by year five when the grant
goes away.

Chairman Ortega thought that the sustainability should not come from the School Board but from
the Town. He acknowledged that the School Board is in favor of continuing to have an SRO at
the middle school. He spoke to the strong partnership that exists between the School District and
the police department.

Detective Prentice was highly praised by Chairman Ortega, Principal Caragher and others
throughout the discussion.

Chairman Ortega commended the administration for taking the initiative in looking at the grant
and ensuring that a sustainability plan was in place. He noted that the district was quite fortunate
in getting the second grant that covered years six through ten.

Chairman Ortega noted that Detective Prentice while he works at the middie school, he is a
police officer first.

Chairman Ortega recommended that the appropriate action might be an agenda item at a Town
Council meeting relating to Merrimack Safeguard and the need for a sustainability plan
expressing the School Board’s position. At the minimum would be a joint meeting between the
School Board, Town Council and Police Department.

Board Member Schneider asked if the amount of grant money we receive now covers the cost of
the SRO and if the intent behind the grant is that excess funds are to go into Merrimack
Safeguard for other uses.
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Assistant Superintendent McLaughlin responded yes, that written into the new grant are
enhancing community outreach such as when Lynn Lyons comes to the community to speak on
anxiety and that the project coordinator’s role needs to be expanded to make connections with
other coalitions.

Board Member Schneider stated that at the last Merrimack Safeguard meeting there was a
discussion on where to get funds for advertising and publicity. He thought that tonight’s
discussion needed to be brought up at the next Merrimack Safeguard meeting.

Student Representative Marcus went on record as disagreeing on the funding source of the SRO.
He recommended keeping as much influence as possible over the SRO position because of the
profound and direct effect on education and educational facilities. He thought that the influence
should be held with the School Board where education is the prime priority.

Chairman Ortega thanked Student Representative Marcus for his valued opinion.

Chairman Ortega returned to Board Member Schneider’s question on the funding for Merrimack
Safeguard, which now comes entirely from the grant. When looking at a partnership, the funding
of the SRO is one component and the funding of outreach and promotion is another component
that the Board might want to entertain supporting as a cost sharing endeavor as it relates to the
program but not the funding of the position.

Board Member Guagliumi added that some of the other training costs we have incurred might be
included in this support.

Chairman Ortega will formally request a joint meeting with the Town Council to discuss
Merrimack Safeguard and other common interests.
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"+ Excerpt from Town Council 11/5/15 draft minutes

good idea as not many people go to Town meeting or pick up a copy of the Town Report, and actually
look through the detail. If we provide the service of including it in the letter that goes out with their tax
bill we are providing, at minimum, a brief explanation as to how we arrived at this particular figure. At
least tax payers would know where to go to get their questions answered.

Councilor Rothhaus remarked the way the budget comes out it might be $25 million one year and $32
million the next. When people see that a lot of people go into panic mode thinking spending went up
30%. The newspaper did that when it reported a 10% increase, and the Council was sitting back
thinking what meeting were you at. For him this piece points out the actual increase. He believes
providing that information is important for the Town because of the way the budget is portrayed.

Councilor Rothhaus commented that perspective was helpful as were the comments regarding the
Annual Report. If that is how the insert is worded and the true intent that is helpful. If the insert is
included in the December property tax bills it is a good explanation, but by the time you get to the
Annual Meeting in March it could be completely gone from people’s thoughts. She reiterated the need
to be careful and do a fine job with the wording to avoid unintended consequences.

Chairman Harrington stated she would not want anyone in Town to think they don’t have an influence
when they come to the microphone during budget season or through letters sent. Councilor Vaillancourt
stated she had not intended to imply that. It is simply that you hear people complain all the time, and
her response is run for office to have that voice. She spoke of the importance of taxpayers speaking
before the Town Council, Budget Committee, School Board, etc. during their budget deliberations.

The general consensus was support of including an insert with changes to the wording.

Assistant Town Manager/Finance Director Paul Micali stated he would place the item on the agenda for
the Retreat and on an October, 2016 meeting agenda.

5. Joint Town Council / School Board Meeting
Submitted by Town Council Chairman Nancy Harrington and Vice Chair Tom Mahon
Discussion about the proposed joint meeting and potential topics.

Chairman Harrington stated there has been.a request to initiate a discussion about the School Resource
Officer (SRO). Four years remain in the grant. However, the grant language indicates a requirement to
demonstrate planning for the continuance of the position at the end of the grant. The language
specifically speaks to such planning occurring in year seven (next year). That requirement initiated
discussion of conducting a joint meeting between the School Board and the Town Council.

Chairman Harrington stated another subject she would like to be included on the agenda is related to the
tennis courts. The Town is in the process of obtaining clarifications from the New Hampshire
Department of Resources and Economic Development (DRED). Councilor Dwyer commented there
will now be sufficient information available to be able to make a real policy decision. A date and time
for the joint meeting has not yet been scheduled.

Councilor Dwyer questioned if the Council could engage in a discussion of the SRO, and provide the

Town Manager with advice to be shared with the Superintendent so that the issue could be worked out
without the need for 2 joint meeting.
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Chairman Harrington stated a desire to include additional items on an agenda for a joint meeting. There
are questions she would like answers to prior to a discussion of the SRO. She stated her opinion
whatever determination the Council comes to, after being provided with the information necessary to
reach a decision, should take place in front of the School Board. Councilor Vaillancourt stated her
opinion it is a position that is important to the community and worthy of a joint meeting between the two
bodies. She agreed any deliberations should be done publicly and with both bodies face to face.

Councilor Vaillancourt suggested the proposed pipeline could be an agenda item. She remarked
although there may be nothing for the two entities to discuss jointly, she is of the belief the school
district is far behind where they should be regarding information. She is unsure if there is any formal
discussion that would benefit the entire Town regarding the pipeline and the process.

Councilor Koenig commented a review of the meeting minutes from the last joint meeting indicates a
good deal of discussion took place around polling places and security at schools for polling places. He
1s unsure if anything has come of that. He would want to touch on the subject. Assistant Town
Manager/Finance Director Paul Micali stated he and the Superintendent did follow-up after the last
Town election, and did not identify any issues that require addressing. With a Presidential Primary
coming up there might be some tweaking that needs to occur. The high school will be utilized for that
election and schools will be closed. Councilor Boyd questioned if it would be appropriate to invite the
Town Moderator and the Town Clerk/Tax Collector to participate in that discussion.

Councilor Dwyer stated his position, which has not changed in the five years he has sat on the Council,
that the Town is responsible for the Police Department. If, in the future, the Federal Government stops
providing the grant funding for that officer, he would support the recommendation of the Police Chief.
If the Police Chief requires an additional office, and if it his management decision to place that officer at
the school, he would support that. Chairman Harrington remarked she does not disagree. However, the
Council needs to be able to make budgetary decisions. If a consensus is reached that supports that
position, it can be documented in paperwork required in the grant process. Councilor Boyd questioned
the Council obligating a future Council. Councilor Vaillancourt stated that decision does not have to be
made right now. She noted the officer is a Juvenile Officer in addition to an SRO. The position of
Juvenile Officer is a function within the Town not the School. But there are other programs and
Initiatives that the Federal Grant pays for, and that are required by the Federal Grant. It is her belief the
School District may be responsible and willing to support some of those initiatives. If they are required
to continue, that would be something that would be appropriate for them to put in their budget. It is not
just the position and the salary. There are other programs/functions that are being funding with these
grant dollars as required by the grant.

Chairman Harrington stated her understanding what brought up the topic is the requirement for a
discussion given part of the grant is to be able to ensure the sustainability of the position. Part of that
discussion has to do with whe will cover the cost. Councilor Vaillancourt responded there is something
very specific about year 7. It is not the entire amount that the Town has to budget for. Chairman
Harrington stated she would need clarification in advance of a joint meeting.

Councilor Vaillancourt stated it is complicated and has a lot of moving pieces. The School District is
well versed with monies that come in and go out and what the requirements are. All of those questions
could be answered. She stated, from having participated in Merrimack Safeguard for years and having
watched the School Board meeting where they discussed this. she is aware they talked specifically about
a portion of money going toward their budget for year 7, but it was not the entire salary.
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Assistant Town Manager/Finance Director Paul Micali stated they were starting to budget a percentage.
If they were going to fund 49%, they were going to fund it over several years; 10%, 10%, 10%, 10% so
that it is not a big hit. Councilor Vaillancourt questioned how that could be done when they cannot
retain funds. It was explained they would not retain the funds. Assistant Town Manager/Finance
Director Paul Micali explained he would request $110,000 for an SRO from the School. They pay him.
It comes from wherever. Next year when they put it in their budget he would request $110,000 for the
SRO. They pay the $110,000; $11,000 comes from their budget, $99,000 comes from the Federal
Government. They use that other money from the Federal Government to offset other expenses that are
part of the Operation Safe Commute. He explained further the Police Chief 1s very versed in this as well
as an individual on the school side. He suggested if the Council would like a presentation provided on
the planning process from years 7-10 he is confident the individuals would be happy to come to a future
Council meeting to provide one.

Town Manager Cabanel commented where discussing a $100 million collective budget, a maximum of
$70,000, and how it will be split between the School District and the Town, which is really the same
thing; it is all the same tax bill. Getting into percentages and long presentations, to her is a total waste of
time. Councilor Dwyer stated agreement.

Chairman Harrington stated the Superintendent has indicated she would like it stated that the School
District would fund 49% of the position and the Town would fund 51 %. Councilor Vaillancourt
remarked that was the Superintendent speaking not what the School Board was indicating. Chairman
Harrington stated the School Board will have to make a decision. Councilor Vaillancourt reiterated a
decision should be made jointly. She remarked if there are questions about the grant and the process,
having a presentation prior to the meeting would make the joint meeting go more smoothly.

Chairman Harrington questioned the will of the Council. Councilor Dwyer remarked the grant is in
place for a few more years. When the time comes that the grant is gone then it is the management of the
Town, with the Police Chief. The Police Chief, in cooperation with the Superintendent and the Town
Manager, will make a management decision with regard to where Officers will be stationed. He
reiterated he believes it is completely under the management of the Police Department.

Chairman Harrington stated it to have been her misunderstanding that there was a reasonable sense of
commitment that the School Board would need from the Council, and remarked it sounds as if that is not
accurate. Town Manager Cabanel stated her opinion the important issue is that the boards get together
and talk about the importance of an SRO and keeping the position in service regardless of the grant.

Chairman Vaillancourt stated her belief the position of a Police Officer belongs with the Police Chief
and that it is part of the Police Department budget. She spoke of discussions in prior years regarding the
budgeting of positions such as a crossing guard. If there is a question about who should pay for this
Police Officer when the grant runs out then we should have a discussion and we should have it now.

Councilor Boyd stated agreement; the SRO is a Police Officer. When the grant ends the position
specifically reports to his chain of command directly up to the Chief of Police. It will be the
responsibility of the Chief to deploy his/her officers as he/she sees fit. Ultimately it is the Town's
decision as to whether or not to pay for the position, and if he is on the Council in 2020 when that comes
up he will support it.

Vice Chairman Mahon questioned if he was hearing that the Town is required to retain that position
after the grant ends. Councilor Vaillancourt stated that is not the case. Vice Chairman Mahon remarked
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all we are talking about is what will happen between now and when the grant ends. Councilor
Vaillancourt stated if the Town does not start making commitments next year, continuing years of the
grant could be lost. Vice Chairman Mahon stated the money belongs in the Police Department plain and
simple. It is cleaner, there is accountability, and it may be a requirement for the officer to be certified,
ete.

Town Manager Cabanel commented she believes that feeling is throughout the State; that School Boards
and Towns are squabbling back and forth about how these positions will be funded. The reason is
because there were periods of time where everybody’s budgets were being crunched. The Police Chief
would say, for instance, I have been tasked to reduce $150,000 from my budget, and I have to deal with
my own critical mission, and that is not one of them, so I'm not going to let go one of my officers and
pay for this one. None of that is going on right now. The economy has improved, relationships are
better, etc. Those types of discussions are no longer being heard around the State. Councilor Dwyer
added the Police Department’s critical mission has changed when it comes to schools. It is a different
topic today.

6. EDCAC Role for the Upcoming Year

Submitted by Councilors Dan Dwyer and Bill Bovd

To task the Economic Development Citizen Advisory Committee with an assignment for the
upcoming year.

Councilor Dwyer remarked the Economic Development Citizen Advisory Committee (EDCAC) has
done a lot of good things over the years. Some years were off years because they were not given
direction/tasks. It is important to remember they are a task oriented group. In accordance with their
Charter, unless the Council gives them an assignment they really don’t have the authority to do
anything. The EDCAC has worked well with Tim Thompson, Director, Economic Development
Department and the department.

Councilor Dwyer suggested the EDCAC be tasked with identifying the growth of the top 25 businesses
in Merrimack (or the top 10 and then round it off with the rest of the businesses in Town). They could
produce a document that would be valuable to the Council as a means of becoming more familiar with
the businesses in Town. The information could include addresses, phone numbers, the number of
employees, what the company does, etc.

Councilor Dwyer spoke of the value of volunteers, and suggested if the Council cannot identify worthy
tasks perhaps the lifespan of the EDCAC has come and consideration should be given to disbanding it.
There are valuable volunteers who have donated their time to the EDCAC who could perhaps be asked
to consider joining the Planning Board or any of the other Boards, Commissions, and Committees in
Town that are in need of volunteers.

Councilor Boyd stated the EDCAC is currently working with the Community Development Department
on the development guide. That is primarily where their focus has beer. Director Thompson has
indicated to him that Jillian Harris, Planning & Zoning Administrator will be working with the EDCAC
on that development guide. They do have one particular focus currently. He had emailed the
Chairwoman of the EDCAC explaining the genesis of Councilor Dwyer’s idea, and his belief it has
merit to put in the pipeline. He has not had the opportunity to follow up with her on that.

Chairman Harrington questioned the status of the development guide. Councilor Vaillancourt stated the
impression she has is they are not close to completion. Councilor Boyd stated they are not. Councilor

Town Council Meeting Minutes — November 5, 2015 Page 21 of 23



