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Village of Fox Crossing
Special Meeting of the Board of Trustees — Budget Workshop #3
Municipal Complex — Arden Tews Assembly Room
Monday, October 21, 2024 — 5:00 p.m. — 9:00 p.m.

Minutes

Call to Order

President Dale Youngquist called the workshop to order at 5:00 p.m. Clerk Darla Fink noted those
present including: President Youngquist, Trustee Michael Van Dyke, Trustee Kris Koeppe, Trustee
Gregory Ziegler, Trustee Kate McQuillan, Trustee Deb Swiertz, Trustee Barbara Hanson, Village
Manager Jeffrey Sturgell, Director of Community Development George Dearborn, Director of
Finance Jeremy Searl, Director of Information Technology Tim Plagenz, Police Chief Scott Blashka,
Police Captain Tim Callan, Fire Chief Todd Sweeney, Director of Parks & Recreation Amanda
Geiser, Director of Public Works Joe Hoescht, and Street Superintendent Brian Bauer. There were
no attendees.

Presentation of Departmental Budgets

Information Technology

Direct Searl advised the Village has started to follow the inevitable trend of going to more cloud-
based software and programming. Currently the IT Department is in the middle of installing Office
365 for all employees. Overall, there are some cost increases in 2025, but no major projects are
planned. This budget is using approximately 3.5% ($20,000) more from the levy than the previous
year.

Director Searl advised there are no new employees requested, however there is an increase in
overtime hours budgeted for the Account Technician. Trustee Hanson asked if TdJ is allowed to
work from home. Director Plagenz advised he can work from home when there is an issue over the
weekend when Tim is not available.

In the 02-10 Professional Services Account, there is an $8,000 increase for the addition of artificial
intelligence (AI) on the new website, and immutable backups which is a more secure backup
program that prevents overwriting. There are funds budgeted for the continuation of Laserfiche
Workflows for the Village’s paperless processes. This account includes new installation charges for
MS Sharepoint and website hosting to be offset with fund balance ($2,380). There were some cuts
made to this account prior to bringing this budget to the Board including electronic timekeeping
software ($10,000 for installation and training and $4,500 for annual licensing fee). This cut was
made due to time constraints with existing planned projects, and Director Searl advised that they
intend to look at this again next year. Trustee Ziegler pushed towards going to some sort of
electronic timekeeping rather than paper timecards. Director Searl advised if the Board would like
this to be a higher priority, then other IT projects will have to be pushed aside this year.

In the 02-11 Licenses/Maintenance Account, there is an increase of 6% based on industry standards
and recent market trends ($8,000). In 2024, the new AS400 server was installed which has a five-
year life and a five-year warranty. The intention is to replace this with a cloud-based option in
year 6. The 02-24 Telephone Account includes a small increase of $1,000 for Street Department
1Pads. In the 08-15 Computer Equipment/Software Account, $31,500 is budgeted for annual
computer equipment replacement and server upgrades. The Stormwater surface tablet is included
in this budget for the new stormwater technician/maintenance worker to be hired and will not be
purchased until that person is onboarded and we know the tools that will be needed. The levy
impact is comparable to the prior year as the majority of uses are rollovers from last year. Director
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Searl advised the building permit online/web interface ($25,000), network switches, and redundant
firewalls, along with technology upgrades in the Arden Tews Assembly Room are also being rolled
over to 2025. The Equipment Replacement Fund (ERF) includes the continual replacement of
telephones which started in 2021. There is a reduction in ERF savings due to the change to Office
365 and the planned change to a cloud-based AS400 server.

Trustee McQuillan asked about the transition to Office 365 and what products this encompasses.
Director Plagenz advised this includes all of our office products and email which the storage will
all be held offsite. SharePoint will be coming with Office 365, which comes with a heavy workload
to set up but is a great product for all.

Street Department

Director Searl stated last year’s budget factored in a budget amendment for a reorganization of this
department following the retirements of Randy Gallow and David Tracey. There were requests
from this department that were cut prior to the budget being presented to the board, but all were
small cuts, nothing major.

In Street Revenues, the street lighting assessment is for charges through the tax roll for
developments that have more than the minimum required street lighting and are assessed the
overage. The numbers for the General Transportation Aid have not been received yet, so the budget
shows no change from last year, however it is expected to increase a bit. There is a large transfer
from capital projects which is a dramatic increase from last year to pay for street resurfacing and
concrete paneling programs, instead of using funds from the levy, these projects will be borrowed
for. Due to the small increase provided from low Net New Construction and available levy money,
this is a major source of funding this year to be able to balance this budget.

In payroll accounts, the new stormwater technician/laborer position was approved last year but
was not filled, however they are expecting to do this in 2025. The budgeted split for laborers
remains at 80% Streets and 20% Stormwater. There is an increase for double time wages for
plowing on Sundays and the proposed budget accounts for that change for the first time. The part-
time plowing hours were cut in half due to non-use for many years.

In the 02-10 Professional Services Account, there is a decrease due to cutting the Winnebago
County mowing service with the planned purchase of the tractor mower and an additional $10,000
of ash tree removal funded by the EAB fund. If the Board would choose not to approve the purchase
of the mower, then this account will be increased to pay the County for their mowing services. In
the 03-46 Uniform Allowance Account, there is an increase of $100 per employee, similar to what
was discussed in the Parks Department budget. The 03-72 Crack Sealing Account remains flat at
$40,000 for 2025. The 03-73 Resurfacing Program holds the standard $750,000 ($100,000 on the
levy and $650,000 from borrowing). The 03-74 Road Repairs Account remains flat at $150,000 from
borrowing.

The 03-75 Salt Account remains at $175,000 but realistically could have decreased significantly
due to the amount of salt currently on hand. Salt prices have gone up $4.00/ton, however we should
not need to order nearly as much as normal this year. We are expecting to receive the salt in the
Spring to run the current inventory down. We could cut this budget to approximately $60,000 this
year, but if we cut way back this year knowing we will need it again next year, then we are just
better off leaving the account flat knowing we will have funds leftover. Director Hoechst stated we
don’t know how much salt we’ll use this year, but the order is what we guarantee we'll take, and if
we need more we’ll have to purchase more. Trustee Ziegler stressed the need to get the building
housing the salt down so Director Geiser can start developing Woodland Prairie Park as planned.
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In the 08-53 Capital Vehicles Account, there was a cut made by Manager Sturgell which Director
Hoechst will explain further. Director Searl provided the history on this truck as it relates to the
purchase of the second leaf trailer. Superintendent Bauer explained that they would like to replace
the truck that was previously removed from the ERF schedule by Superintendent Gallow. He
stated all four of the one-ton trucks are being utilized consistently and this department being short
a truck limits how many projects they can get done. He stated we know we will not be purchasing
much salt this year, so we have an opportunity to spend these funds on getting a new truck back
into the ERF and expand the fleet by one truck. Director Searl advised this vehicle was cut due to
the fact that a few years ago, the Board stated they did not want to expand the fleet any further.
Trustee Hanson asked the cost of this new truck. Superintendent Bauer advised that with the plow
equipment and attachments, the cost is $120,000. Manager Sturgell stated he did not cut this
vehicle because he thinks the department doesn’t need it, he was just following the former Board
directive. Trustee Van Dyke stated purchasing this one-ton truck would allow less miles to be put
on the heavier truck used for pulling the leaf vacuum which will extend the life of that vehicle.

Superintendent Bauer stated the leaves are always going to get worse with more subdivisions
coming in. He stated he is not sure why it was previously decided to purchase two pull-behind leaf
vacuums rather than single-man units when the department is already short on staff. When this
program started, it was a good thought but now they’re in over their heads. The cost of a pull
behind unit is approximately $280,000 and a single-man unit is $150,000. He stated they are
considering trading in one of the pull-behind machines to get a single-man unit to be most efficient
with our staffing model. The Trustees agreed they are in favor of using this one-time savings from
the salt account to fund the purchase of the one-ton truck.

The Capital Equipment Other Account (08-54) includes $63,000 for the purchase of a tractor for
mowing ditches on Village roads which is currently contracted to Winnebago County. Director
Searl advised this is the same mower that has been discussed for the last two budget seasons,
however Director Hoechst has changed the allocation for the purchase cost with the understanding
that the primary usage will be for cutting ditches and improving the stormwater system and will
therefore be paid 70% by the stormwater budget. This purchase will eliminate the need to rent a
tractor or use the County for these services any longer. The Board asked if this department could
fit this extra work into their schedule. Director Hoechst stated they can do this mowing on our own
schedule, and they do have the manpower to keep up on this. There is also $8,000 budgeted for the
purchase of surveying equipment for the new stormwater technician.

Director Searl advised the Valley Transit budget for the Village’s Dial-A-Ride Program has not yet
been approved but we've been given budget estimates. The numbers used are based on historical
ridership, and if there are more riders, we will owe more. If there are less riders or if they receive
any grants, we will owe less. The net cost to the Village is $96,091 which is a net decrease of $8,645
from the 2024 budget. The rates for 2025 are $3.50/resident (no change for several years) and
$14.71 for Village ($.36 increase or 3%).

In the Equipment Replacement Fund, there is a request to replace two dump trucks (20 and #27)
which are both budgeted to be replaced this year. Both of these trucks have already been ordered
due to supply chain issues. Truck #27 costs $312,053 and is a larger truck with an underbody
scraper, which was supposed to be received in 2024 but is delayed. Truck #20 is a 4-ton asphalt
patcher and costs $229,090. This truck was also supposed to be replaced last year but another
truck was replaced instead as previously discussed during the one-ton truck purchase discussion.
Director Searl advised that the #18 slope mower was moved from the Street Department to the
Parks Department and was previously scheduled for replacement this year however the Parks
Department will replace it when needed.
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Trustee Koeppe mentioned taking a look at the replacement schedule for items to replace items
sooner for higher resale values. Superintendent Bauer stated the vehicles are generally on a
replacement schedule between 12-15 years due to technological changes and the current lead time
for ordering is two years. He stated he doesn’t think you could justify moving replacement up to
eight years, as the trucks still have a lot of life left and is not sure the trade-in value would pay off.

Municipal Complex

Director Searl advised the only wages and benefits included in this budget is for the custodian and
no changes are budgeted. In the 02-10 Professional Services Account, there is $17,000 budgeted
for concept planning for a Police Department expansion or new facility based on a quote received
from McMahon. The Space Needs Study that was completed years ago was not specifically for the
Police Department, however it will influence this. Manager Sturgell advised the first phase that
was determined necessary by the Space Needs Study was construction of the Randy Gallow Storage
Building which is now complete. The next phases included the expansion of the Police Department
and the municipal side of the building. The Police Department is getting pretty packed and needs
space. There have been discussions on expanding this building, looking at other existing facilities
to purchase and retrofit/move in to, as well as looking at land the Village already owns to build
upon. The Village currently owns land at the corner of Irish Road and Shady Lane as well as the
land on Cold Spring Road next to the childcare facility. This concept plan will determine the best
path forward. Chief Blashka completed a search for buildings in Fox Crossing that might work,
but he doesn’t believe there are any feasible facilities available. Director Hoechst advised this is
not a full-on design project. These funds would be to have a professional company take a look at
our options, see what a new building would look like, where the building could go, what size is
needed, develop a preliminary layout, and preliminary costs to budget for in the future.

Trustee Ziegler stated this building and truly the Village as a whole are both currently landlocked
and asked how much more space we need. Chief Blashka stated we have a lot of money in vehicles
that are sitting outside with no protection, no locker room storage, and some supervisors have to
use their office as a locker room as there is no room. He stated the cost for this concept plan will
help us figure out the square footage the Police Department needs, the cost per square foot, and
narrow down their options from there. Trustee Hanson asked if we would have to go to a
referendum for this building addition if/when the time comes. Manager Sturgell stated that funds
for public protection facilities can go to an advisory referendum, but do not need to due to recent
law changes.

Director Searl stated the utility accounts for electric, gas, etc. (02-21 and 02-24) are changing based
on actual figures, however when looking at the accounts in total there is only a 5% increase
budgeted. In the 08-19 Capital Improvements Account, there is $20,000 budgeted to upgrade the
fire alarm system to bring it up to code (offset with fund balance), and $17,000 budgeted for the
replacement of three exterior doors (offset with fund balance). He advised the discussion regarding
the carpet replacement in the Municipal Complex will be held during the capital projects
discussion.

Stormwater Utility

Director Searl stated this budget was formerly handled by Director Dearborn but is now being
taken over by Director Hoechst. In revenues, there is a proposed rate increase per ERU of $8.00
(5.3% increase). This increase will generate $134,000 in new revenue. Last year, the rate increased
by $10.00/ERU. This year’s rate increase is requested due to the increase in debt and is needed to
offset these costs. The goal is to avoid an increase in next year’s budget. Interest income is
budgeted conservatively as we don’t want to become dependent on this income.
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In payroll accounts, the new stormwater technician/street employee will be funded 80% from
stormwater. This new employee will fall under the Public Works Director but it is anticipated this
position will provide benefit to multiple departments similar to the GIS Technician. As discussed
in the Community Development budget, the intern hours were increased by 100 hours from
stormwater payroll.

The 02-10 Professional Services Account includes a large change due to the cost spent in 2024 to
outsource locating services which has more of an effect in the water/sewer budgets but affects this
budget by $14,000. There is a rollover of $12,000 to monitor bird mitigation needed at Sand Point
Pond, which is necessary as the pond is located in the flight overlay. Annual maintenance costs for
muskrats, weeds, etc. is increased due to more active ponds in the Village. In the Site Maintenance
(02-34) Account, there is $18,000 budgeted/rollover to take care of the known leaks at the
Community First Credit Union, Independence, and East Shady Lane Ponds. The 02-38 Mapping
Account shows a decrease due to the GIS Technician on staff now completing this work. The
Depreciation Accounts (05-40 and 05-41) are budgeted closer to recent actual numbers. There is
currently approximately $1.75 Million Dollars on hand for Depreciation. In the Debt Service
Accounts (06-10 and 06-20), it was predicted that we would end up around $1.2 Million Dollars
annually but we are actually closer to $1.1 Million Dollars and reminded the Board that the 2024
budget included the NAN refinance with intent of using 20-year debt, which would result in a more
consistent payment year to year over the life of the loan.

Trustee Koeppe asked if it would make sense to up the increase per ERU to an even $10.00 or
$12.00 in the hopes of not having to have an increase for a couple years. Director Searl stated we
could absolutely do this to provide some flexibility in the future. He stated in their pre-budget talks
they tried to keep the increase as small as possible, but we could always go higher, especially with
the mill rate dropping. The Board asked to place this on the bubble list and look at all utility rates
at the end of the budget workshops. Director Searl stated he will try to have comparisons with
other municipalities, however this is hard to gather when everyone is mid-budget as well.

Garbage and Recycling

Director Searl advised that Landfill Costs have increased with the garbage rate increasing
$1.00/ton to $54.00/ton and the recycling rate increasing $2.50/ton to $7.50 per ton (had been
$5.00/ton since 2022). Yard waste remains the same at $36.00/ton. The tonnage volume was
estimated using 2024 January — July actuals and adding in 2023 August — December actuals.
Overall, garbage tonnage is up 3% (consistent with last year), recycling is up 2%, and yard waste
1s up 9%. Leaf collection isn’t charged by the ton due to hauling by Bucklin’s which is charged by
the truck load, and the charge includes transportation and disposal. The contract with Harter’s
includes a rate increase of 2.48% based on CPI and reminded the Board that we are in year 2 of
this contract which does include an option for a 3-year renewal if mutually agreed to. In the Other
Costs area, the charges for manpower from the Streets Department is up approximately 10% as
compared to the last few year’s budgets but is closer to actual numbers. There is also continued
debt repayment related to the 2022 leaf collection system purchase.

The ERF has $74,584 set aside for cart replacement. Director Searl stated the Street Department
1s looking to actively start replacing carts next year by replacing the oldest carts first that are in
need of replacement. They are planning to use $54,964 from the ERF for cart savings and the
remainder coming from operations. They are looking to spend approximately $100,000 for cart
replacements in 2025. There is no proposed rate change for garbage/recycling with the rate
remaining at $220/household for the year. The last rate increase was in 2024 by $30 from $190,
which had previously been unchanged since 2020. Director Searl advised the fund balance for
garbage and recycling is $678,739, less the ERF commitment for cart replacement. This is a
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significant fund balance for this type of account which is the reason for no rate increase being
proposed this year.

Superintendent Bauer stated the Town of Menasha carts they started with 12-15 years ago are still
in circulation and are way beyond their life expectancy. Currently, they have been replacing them
with Village carts as they come in. They are looking to present the residents with an option that if
they have an old Town of Menasha cart, they can bring it in, and we will exchange them on a first
come first serve basis. Trustee Swiertz asked about residents who are unable to bring their old
carts in themselves. Superintendent Bauer stated the department would help out anyone that can’t
bring them in themselves. There is currently no charge for those replacing the old carts unless a
resident is looking for a replacement for cosmetic reasons or looking to upsize their cart. There are
some old carts out there that are in good shape, and it is not required that residents exchange them.
Superintendent Bauer advised the Board that there is no cost to dispose of old carts at Outagamie
County. He stated they are looking to put this exchange program in the resident’s hands, as the
department doesn’t have the manpower to deliver new garbage carts to every single resident
throughout the Village.

Chipping Program

Director Hoechst advised the current chipping program schedule is as follows: Spring Program (4
weeks from mid-April through mid-May), Summer Program (4 weeks from June through September
for the first full week of each month), and Fall Program (2 weeks from early October through mid-
October). The Village also offers our Village drop-off site which is free to residents and available
from mid-April through November from 6:00 a.m. to 6:00 p.m. Monday through Saturday. The
drop-off site is not meant for contracted or professional services or yard waste and does have branch
size minimums and maximums. Bucklin’s is contracted to grind and chip piles two to three times
throughout the year. The Village also currently offers free curbside pickup for residents which
coincides with garbage collection day. There are branch size limitations, both minimums and
maximums, for worker safety, and requirements as to each pile being a single row of branches not
to exceed 5 feet in height. The chipping piles should be put out no sooner than 48 hours prior to
pick up and no later than 6:00 a.m. on the day of pickup.

Director Hoechst went through actual costs for 2021-2023 based on the Village manpower time,
equipment used, and time for the professional services that are hired. He stated these costs have
drastically increased since the start of the program. The current program has a couple issues that
they are looking to resolve including oversized piles from residents, piles left in road rights-of-way
for weeks, and the amount of manpower hours needed to complete. He showed a few picture
examples from oversized piles throughout the Village this year.

The Board had multiple questions including how residents are supposed to handle higher volume
loads. Superintendent Bauer stated residents should be hiring a contractor to handle these large
loads. This situation is typically when residents get a landscaper to perform a service but then
take advantage of the chipping program from removal because it’s a free service. The Board
expressed frustration with the chipping service and suggested the Village either provide the service
or eliminate it completely. Manager Sturgell stated the issue is that the entire Village is
subsidizing a program for a few people to use and take advantage of. Director Hoechst advised that
storm damage is different and is handled differently. Anytime there is a bad storm with lots of
trees/branches down, the Village is more than happy to help the residents out.

Superintendent Bauer stated the intent of the program was not to be a tree service, but simply a
chipping program offered to the residents. He stated there are groups of residents hiring a lift to
take down a number of trees, and then the Street Department has to find a way to handle this.
There are times they are taking a dozen loads away from one street which is a significant use of
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manpower hours, and means the department is not able to spend this time completing other
projects for the Village. Many residents are also taking their debris out significantly early and will
leave it sit on the curb for weeks, when it’s important to keep the rights-of-way clean.

The proposed changes to the program include stricter enforcement of tags and fines with some fine
escalation (example: $50 for a first offense, $100 for a second offense, and $250 for third offense
and beyond). They are also proposing to establish a base service of approximately 15-20 mins of
chipping at a residence or implementing pile specifications to make the service more efficient.
Director Hoechst stated this is just their proposal to the Board. If the Board wants to stick with
how things currently operate, they will continue with what they’re doing but they are here looking
for guidance from the Board. Trustee Koeppe stated he feels we offer two chipping programs (on-
site drop off and on street debris pickup) and he’s not looking to get rid of either program but agrees
that we need to find a happy medium. Superintendent Bauer asked if we are providing too much
of a service or does the Board feel we need to be doing more, but then the department will
accomplish fewer tasks away from this program.

Superintendent Bauer advised they are also alternatively proposing schedule changes for the
program. The proposal is to keep the Spring Program the same as the current schedule but change
the summer and fall programs to on-call only. Residents can either call the office or complete an
online form to get their property on the list and receive the base service. This would make the
program more efficient by not having the department drive up and down every street and be able
to go directly where services are requested. Trustee Van Dyke stated we need to find a way to
make the program more efficient for the Street Department and still provide this service to the
residents.

Director Hoechst advised they are also proposing to add an overage policy for the residents that are
abusing the program. He provided an example of a $100 fee if chipping occurs on-site, but
reasonably exceeds the base timeframe or the pile reasonably exceeds pile specifications, $250 fee
if the department is required to bring in the clamp and dump truck to haul away without chipping
onsite, and a $250 fee in addition to flat fees if the overage pile is due to professional service work.
The Board had a lengthy conversation regarding the use of this service.

President Youngquist asked when they are looking to implement these changes as residents need
to have fair notice of whatever change is being made. Director Hoechst stated he wants to
implement this program as of January 1st which will provide plenty of notice ahead of the spring
chipping program. Any changes will be included on the website, in the Bridge calendar, with the
first utility bill insert of the year, sent out with tax bills, posted on social media, etc. The Board
ended up agreeing to no changes for costs/fines associated with this program but agreed to a switch
to an on-call program for the summer and fall programs. The Street Department can then see how
this program works and come back to the Board with what worked and what didn’t next year.

Miscellaneous / Bubble List Items

President Youngquist asked to go through all of the items currently on the bubble. The first is the
Full-Time Fire Lieutenant for an annual cost of $106,954 in wages and benefits annually. Chief
Sweeney stated they are currently having to put non-officers in the officer’s seat more than half the
time on the weekends and also during the week along with having to supplement with Fire Marshal
Tedford who has bigger things to do. The goal is for this position to be filled from within the
department and would also help with maintenance costs, as we’re having to outsource many of
those at this time. He stated he is also looking ahead to when Fire Marshal Tedford retires in a
few years, we will need to get someone up to speed in that position which will require a lot of
training. If possible, the new Lieutenant could eventually transition to the Fire Marshal position
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if all goes well. Chief Sweeney stated the last time a position was added to the Fire Department
was in 2006.

Trustee Van Dyke asked why this position was cut. Director Searl advised the funds weren’t readily
available to pay for this position, as the cost of this position alone is more than the levy amount
received from Net New Construction. Ultimately, they would have to add debt to the levy which
will increase the mill rate by approximately $.04 per thousand. Chief Sweeney stated the number
of calls just keeps increasing with the highway, and adding this person and continuing our staffing
model is very efficient. He stated having career leadership in the front seat for decision making,
safety, consistency, etc. would be very effective. Manager Sturgell stated he is torn on this position
as he wants to add personnel but cut it because of the levy. President Youngquist advised he would
like the Board to think on this over the next week prior to the next workshop and contact Manager
Sturgell, Chief Sweeney, or Director Searl with any questions before then. The Board can make
the final decision on this position at next week’s budget workshop.

Director Searl advised the other position that is currently on the bubble is the administrative
position in the Community Development Department. Director Dearborn stated he is satisfied with
the increase in intern hours the Board already approved and thinks they can eliminate the addition
of this position from the bubble.

Motion to reconvene to the October 28, 2024 Budget Workshop which will begin at 5;00 p.m.
At 9:09 p.m., MOTION: Trustee Ziegler, seconded by Trustee Hanson to reconvene to the October
28, 2024 Budget Workshop at approximately 5:00 p.m. Motion carried via voice vote.

Respectfully submitted,

Darla M. Fink, WCMC, Village Clerk

Note:

These minutes are not to be considered official until acted upon at an upcoming regular meeting, therefore,
are subject to revision.



