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Abstract

The Town of Bedford has not constructed or expanded any of its facilities in over twenty years
during which time the number of employees and the population has grown significantly. This
plan was envisioned to review all of the space and personnel needs for the next twenty years in
order to properly provide the services demanded by the community and to provide the space
needed to grow the staff in response. Currently some staff are working in hallways and closets
or just haven’t been hired because there would be no place for them to sit. Equipment that
should be protected from the elements remain exposed which causes shorter life spans and
significant expense for maintenance. The plan will provide the framework for all needed
facilities across all departments through the development of concept plans and cost estimates
for each site, an acquisition of property plan, a summary matrix to assist in decision making, a
phasing plan, and a review of all possible financing options. What was not anticipated was just
how hard the decision making and unification of the Town Council and staff to a final plan
would be.
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Report

Introduction
The Town of Bedford is at a crossroads when it comes to our facilities as a result of not planning
for the future needs of our staff and the services we need and want to provide. Doing nothing
will lead to poor services as a result of equipment being left outside or not acquired, poor
morale as a result of not having space that is conducive to top performance or the ability to hire
personnel for lack of a place to put them. The problem is that by doing nothing for the last
twenty years the cost for the solution is immense at $40-57 million. The question now is do we
ask the voters to fund all the work we need all at once or do we seek multiple approvals?
Which new buildings or remodels should come first? Is this the time to relocate any facility and
if so why? What are the true needs of each department or building today and for the next
twenty years? How to you prove the need to the Town Council and voters?

I expected that we could prepare a plan that would answer all the questions above and provide
the framework for decisions to be made by reviewing the existing conditions of each building
and department, identifying the needs of each department in comparison to industry standards
and the specifics of Bedford, the development of conceptual plans and cost estimates for each
facility, and a matrix of options to be considered. Ultimately the Council will need to make
tough decisions on what to present to the public for approval and the plan will need to stand up
to scrutiny that will clearly come given the magnitude of the ask. I believe the plan provides for
facilities that the town will be proud of for years to come.
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Methodology
In order to begin this process I developed a request for proposals
(RFP) to solicit a team made up of principally architects together
with engineers, interior designers, landscape architects, cost
estimators, and experts in certain subjects like Libraries and
safety requirements. We formed the Facilities Master Plan
Steering Committee (hereafter referred to as, Committee) made
up of representatives of all departments, a Town Councilor, and
a citizen representative who works in the construction industry.
Six teams responded to the RFP and to select the right consultant for this important and very
expensive project we developed an Evaluation Scorecard (below with names blocked out for
privacy considerations) with six criteria to determine which teams should be brought in for an
interview with the Committee. Following an interview with three teams, Harriman Associates
was selected.

Team 1
Team 2
Team 3
Team 4
Team 5
Team 6
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Harriman Associates did a complete
analysis of each our 12 buildings and
14 (now 15) departments for existing
conditions and future staffing and
space needs. As can be seen in the
graphic to the right our buildings are
scattered all over our 32 square mile
community. In certain cases there are
industry standards for space needs
based on the population of a community like a Library, and in other cases like for a police or fire
department there are requirements that need to be met in order to be accredited. The
expertise that the consultants brought to the table regarding these standards, modern HVAC,
and general space needs was truly impressive and will go a long way in helping explain the need
and sell the plan to the public.

All of the buildings were found to be in
relatively good condition due to diligent
maintenance however 7 of the 12
buildings were found to need significant
work mainly due to incompatibility with the programs they serve, not their condition. The
buildings were each reviewed against 32 criteria and a summary of the results are show in the
table above where a score of 2.5 is considered to be in good condition. Buildings below 2.5 will
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need significant improvements or maintenance even if no expansion or modifications are
proposed. The details of each building were documented in photographs, floor plans, a site
sketch, and written summaries. Samples of the nine pages of the Library analysis are below.
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Once the existing conditions and space needs were completed we looked at conceptual
solutions and preliminary cost estimates for each facility and department. One of the biggest
questions we had to answer early on was regarding whether or not we should keep a presence
in the historic “village” of Bedford versus the notion of unifying all of the departments either
under one roof or on one campus. There are clear benefits for the departments to be located
together and some benefits for the public, but ultimately we determined after looking at many
solutions that the costs and locations for a unified solution were too great, not ideal for the
residents, and that we felt a strong need to respect the historical development pattern of
government buildings being located in the village.

Throughout the
decision making
process we utilized the
Committee as a
feedback and decision
making group and the
diagram to the right
illustrates the entire
process. The
evaluation of conceptual plans process drove us to develop dozens of options and became in
some ways overwhelming, confusing, and hard to keep track of. As a result of this challenge I
ultimately determined that we needed to develop a matrix of options to simplify the decision
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making process for the Committee and the Town Council who would be making the final
decisions as to what would be proposed to the community. The matrix is shown on Page 9.

Results/Implementation
The result of the plan was the development of
conceptual plans for each of the buildings and
departments, a cost estimate, and matrix for
decision making. Below is an example of the
Library plans to show the level of detail that
was completed for each building:

Three different solutions were analyzed for the Library
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This drawing is an architectural sketch
for the lower level of the proposed
Library solution that provides for a
significantly larger Children’s Library
and what would be the Town’s largest
and most flexible meeting room.

This sketch for the upper level of the
proposed Library provides for more
book stack space, a larger teen area,
and much more study space.

The option to provide matching “wing”
was chosen as the best solution.
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As a result of the plan
having so many
options to consider the
Committee struggled
with making a final
decision and the
meetings were
somewhat labored and
frustrating for all
involved. The
architectural team
presented two final
solutions for
consideration at which
point it became clear
that there was a third
lower cost option that
needed to be
presented. In an
attempt to simply the
decision making process and to organize the plan the above Preferred Options Matrix was
developed.
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As can be seen in the matrix (represented by arrows through some options) through discussion
and analysis some themes started to appear that the majority of the Committee could support
like; needing to have a standalone Police Station in order to meet their safety and space needs
and that it makes the most sense to build it next to the existing Safety Complex, that a Fire
Substation should be built on South River Road where the greatest density of multifamily
housing, assisted living, and commercial development is taking place, and that the Library
addition shown above is a great solution for the community.

When we presented to the Council I was confident that we had done our job and had analyzed
all existing conditions and solutions possible and that we had developed a framework for
decision making that simplified the task as much as possible. What we failed to identify was: 1)
that some or all of the Council had parameters for the location of buildings that required the
acquisition of land and that we did not know and were not met, and 2) the cost implications
were truly paralyzing. A third element that was unanticipated was that the Council didn’t truly
believe in the costs presented or in some of the department needs or architectural solutions. As
a result of these principal issues the Council choose not to make any decisions at the time of
the presentation and formed a study committee to look at other options.

Summary / Assessment
Looking back on the process it is hard to determine if updates to the Council earlier could have
identified the problems or not. I tend to think that if we had presented earlier there would

• Page 10

have been just too many options and too much unknown information and it would had turned
into chaotic questioning of the entire idea leading to a complete failure of process. I believe
those on the Committee understood the cost ramifications and trust that the plans presented
are in the long term best interest of the community, but we have failed so far in being
convincing.

The plan has been in somewhat of a holding pattern after not being able to make any final
decisions in time for March 2019 ballot where bonding or long term lease approvals would
need to be obtained by the voters. Once final decisions are made on the choices laid out in the
matrix a phasing plan can be developed that reduces the overall impacts to the taxpayer by
completing construction following the retirement of other debt service and moves departments
to their final locations in logical manner. It is my hope that these final decisions can be made in
the next six months and the first phase will be on the 2020 March ballot where we need to gain
two-thirds support in order to move forward. Selling this plan to the public will require the
development of a significant marketing campaign with talking points, graphics, posters, and
media programs for all platforms.

This has been a challenging project and in many respects the hardest work is still to come. I am
very proud of the teamwork that went into getting us to this point. I am disappointed that I
didn’t push harder to get decisions made sooner but I also know that the time constraints of my
position and political realities really hampered me from delivering in the timeframe I had
planned. I now wish I had identified a champion on the Council and several in the Community
• Page 11

to help drive the need for action. I am most concerned that the delays in moving forward have
had a drain on the morale of the overall organization even though we have had some great
successes by adding much needed personnel and equipment during the same time period of
the study. I will work hard to continue to make the decision making process as easy as possible
and attempt to sell the plan in different ways like one on one meetings with Councilors, and
presenting to any community group that will listen. Once implemented the plan will help the
staff in Bedford provide the services our community demand in the most efficient manner
possible for the next twenty years and will be a truly lasting legacy for all involved.

Facilities Master Plan Committee Working Meeting
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Appendix I

NEW HAMPSHIRE CPM PROJECT PROPOSAL FORM
Name(s)__Rick Sawyer___________________________________________________________________
Agency/Organization __Town of Bedford____________________________________________________
Work Mailing Address __24 North Amherst Road, Bedford, NH 03110_____________________________
Work Phone Number __792-1300________________ E-mail ___rsawyer@bedfordnh.org____________
Problem Statement
The Town of Bedford has not made any significant facilities upgrades in 21 years. The town itself and the
staff have grown significantly in the last two decades but it has not expanded its facilities to properly
provide the services demanded by the community or to provide the space needed to grow the staff in
response. In many cases the staff has not been able to be expanded simply because there is no place for
them to sit. In other cases the staff are working in hallways and closets. Equipment that should be
protected from the elements remain exposed to the elements which causes shorter life spans and
significant expense for maintenance. The plan would provide the framework for all needed facilities across
all departments for the next 20 years.
Proposed Project Title
____Facilities Master Plan – Town of Bedford__________________________________________________
Please answer the following questions. You may attach additional sheets if necessary.
1.

Why is this project important to you, your work unit, or your agency? Have you identified someone
who would be a Sponsor for this project? What is his/her role; expected involvement; schedule of
meetings and meeting deliverables?

This project will for the first time give us a plan for all of our facilities for the next 20 years. In the past we
have tried to get approvals to build one building or another but have not been successful and in many ways
the various departments were competing against each other to be able to build only to have no action
taken.
The sponsor for this project will be the Bedford Town Council Chairperson. The plan will be actively worked
through with department heads, citizens, and the Council. We are currently working through early aspects
of the plan but need to come up with a final schedule for working through the decision making process for
building options, phasing, and financing. The deliverables will be a concept plan for each building, a phasing
plan for all of the buildings, and the best way to finance each aspect of the plan.

2.

What is the result or outcome you expect to achieve?

I expect that we can prepare a plan that will satisfy the facility needs of the Town of Bedford for the next 20
years that can be supported by the Town Council and citizens of Bedford.

3.

Who are the customers and/or stakeholders that will be affected by the project?
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The primary customers of this plan is the employees and residents of Bedford. The employees under the
direction of the department heads are eager to provide the demanded services but need the facilities that
will allow them to complete their work. The residents need to be able to interact with their government
within safe and efficient environments.

4.

How do you plan to conduct this project? What is your approach?

I am utilizing an architectural firm to complete the space needs and existing condition assessments of all of
our existing buildings and departments. I then will present the Council with a matrix of options for solving
the physical needs. Decisions will need to be made about remaining in existing buildings and parts of town
or moving to new facilities altogether. We will need to make decisions on what to do with surplus property.
I will need to work with the Council to gather community input to make these decisions. I will need to
develop a framework of possible financial solutions and phasing plans.

5.

What concerns, if any, do you have about this project?

My most significant concern is that March elections always have the potential to derail such a significant
project. The plan is likely to become the focus of debate for those running for office and depending on who
gets elected it could slow or end the decision making process. It would have been great to complete this
plan between elections, but it is just too big to be able to do that. By the end of the CPM program we won’t
have a town wide vote, but we should be able to have the preferred solution for each building, the phasing
plan, and the financial plan.

Project is: _____ Approved ____ Returned for Revision

Date: _______________
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Appendix II

Certified Public Manager Program - Project Charter
Sponsor

Tel. Number:

Email address

Bill Duschatko

603-472-5393

bduschatko@bedfordnh.org

Project Manager

Tel. Number:

Email address

Rick Sawyer

603-792-1300

rsawyer@bedfordnh.org

Team Members

Tel. Number:

Email address

Project Title

Facilities Master Plan -Town of Bedford

Project objective (What is the process or situation you plan to improve?)
This project will for the first time give us a plan for all of our facilities for the next 20 years. In the past
we have tried to get approvals to build one building or another but have not been successful and in many
ways the various departments were competing against each other to be able to build only to have no
action taken

Summary Scope Statement (what are the limits and borders of the project)
The project will present a space needs analysis and existing conditions plan. A matrix of options for solving
the physical needs. A summary of decisions made about remaining in existing buildings and parts of town
or moving to new facilities altogether. I will need to work with the Council to gather community input. I
will need to develop a framework of possible financial solutions and phasing plans. By the end of the CPM
program we won't have a town wide vote, but we should be able to have the preferred solution for each
building, the phasing plan, and the financial plan.
Resources: Note any resources (staff, materials, funding) available for the project, and any limitations.
I am utilizing an architectural firm to complete the space needs and existing condition assessments of all of
our existing buildings and departments.

Deliverables timetable: (What by when?)

Due date

Plan and time line

January 1, 2019

Interim Reports

Monthly
April 1, 2019

Final report and recommendations and or product

^

~^r
Sponsor Signature
Project Manager Signature

Dat?

/2////
Date

l^f'fl^^

//^^/^u^f^-^

^
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Appendix IV

Project Logs
The CPM Project logs are to serve as learning and tracking tool. The complete log of the project should
be included with the final Project Report. Participants are free to modify the format.
The logs should be simple in both style and content but should be somewhat descriptive.
DATE

DESCRIPTION OF ACTIVITY

OUTCOME

REACTION/THOUGHTS

February
2017

Development of RFP
Posted February 27th

Completed
Issued

Team effort with DPW, Planning, &
Manager

March
2017

Development of RFP Scoring Matrix
Creation of Steering Committee

Completed

Team effort with Planning & Manager

4 hours

April 5,
2017

1st committee meeting to review scoring

Top 3
determined

Great discussion by all involved

1.5
hours

April 7,
2017

Consultant Interview

Completed

1 hour

April 10,
2017

Consultant Interview

Completed

1 hour

April 12,
2017

Development of Staff Report for Council
action to award contract

Completed

April 19,
2017

Council Awards Contract

Completed

April 24,
2017

Meeting with Consultant in Manager’s
Office

Completed

Schedule and goals for the plan
established

2 hours

May 1,
2017

Facilities Master Plan Kick-off meeting

Completed

Good opening discussion of the
process, needs, and expectations

2 hours

May 18,
2017

Facilities Master Plan meeting

Completed

2 hours

June 1,
2017

Facilities Master Plan meeting

Completed

2 hours

July 6,
2017

Facilities Master Plan meeting

Completed

2 hours

Shared effort with Planning, DPW, &
Manager

TIME
USED
8 hours

2 hours

1 hour

August 3,
2017

Facilities Master Plan meeting

Completed

2 hours

Sept 14,
2017

Facilities Master Plan meeting

Completed

2 hours

Sept 28,
2017

Meeting with consultant to review
progress and determine options prior to
committee meeting
Facilities Master meeting

Completed

Team is getting frustrated

1.5
hours

Completed

Frustrating meeting, hard to develop
consensus. Determined no more
committee meetings with consultant
Good discussion of how to simplify the
decision making process

2 hours

Oct 5,
2017
Oct 12,
2017

Meeting with Planning to develop Matrix Completed

Feb 9,
2018

Meeting with Consultant to review how
to proceed

Completed

Reviewed options and cost estimates

1.5
hours

July 11,
2018

Meeting with property owner for
possible acquisition

Discussion

Good conversation about all possible
plans to date and new ideas

1.5
hours

July 12,
2018

Completed

July 16,
2018

Staff Report summarizing the project
and outlining 3 public meetings to
present the plan
Meeting with Historical Society
regarding use of Stevens Buswell

July 18,
2018

Presentation of Existing Conditions and
Space Needs Assessment

Presentation

August 6,
2018

Presentation of conceptual solutions
and matrix of options

Presentation
& Discussion

August
15, 2018

Subcommittee Meeting

Discussion

Sept 24,
2018

Meeting with potential finance &
development company

Oct 18,
2018

Completed

1 hour

1 hour

Good conversation about possible
working relationship and use of
building
No decisions to be made

1 hour

Council determined that there were
other things to consider and formed a
subcommittee
Reviewed parameters for site selection
and early action items

2 hours

Completed

Good conversation about possible
alternatives to bonding

.5 hours

Meeting with Assessor

Completed

1.5
hours

Sept 24,
2018

Meeting with potential finance &
development company

Completed

Review & Development of tax
implications of potential sites for
acquisition
Good conversation about possible
alternatives to bonding

Nov 11,
2018

Budget workshop

Completed

Discussion of funds needed to
complete the plan

1 hours

1.5
hours

.5 hours

.5 hours

Dec 12,
2018

Budget moved to public hearing

Completed

1 hours

Jan 9 &
23, 2019

Budget Hearings

Completed

Additional funds allotted from other
projects & discussion of facility needs

1 hours
each

March 3,
2019

Review substation plans & architect
options with Fire Chief

Discussion

Discussion of funds how to move the
project forward in 2019

1 hours

April 6,
2019

Council Retreat

Discussion and decisions made on first
phase and specifics of certain aspects

5 hours

April 27,
2019

Capstone Paper

Completed
Decisions
made
Started

Beginning pages outlined and format
set up.

3 hours

May 4,
2019

Capstone Paper

Completed

Completed writing of the paper

5 hours

20172019

Hundreds phone calls, discussions, and
mini-meetings not documented

Building
Consensus

Often the small sidebar discussions are
the most productive. Honest and open
conversation when the cameras are off

Est. 50
hours

