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Scenario 1: Purchase Sousa Property and locate all buildings at Del Mac Orchard 

The Town purchases the Sousa Property from private owners to allow for contiguous land at the Joseph 

Case High School. This allows for expansion for the School Department’s fields for a future newly 

constructed Middle School and for an elementary school building in the future at the same site.  

Variances may be needed depending upon height of the proposed buildings, but a minimal number of 

abutters are affected. 

This scenario allows Town Hall/COA, DPW and the 

Middle School and sports fields to be constructed 

without impeding each other and limiting future town 

needs, including that of an elementary school. The 

consolidation creates a municipal complex and a future 

school campus, while also achieving additional means 

of egress for the schools.  

This allows for a new fire station to be constructed at the 

current DPW site, leading to consolidation of fire 

stations from four to three.  

Although the purchase of land is from a private entity, 

no commercial land is being taken and the taxable value 

removed from the tax rolls is limited.  

The preservation of open space and future development 

of trails, recreational space, outdoor classrooms, and 

other benefits to the Town are realized with this 

purchase. The charm and bucolic atmosphere cited as a 

top priority in the Comprehensive Plan Survey is also 

realized. 

Financial Impact:  

The Town orders an appraisal of the property, currently quoted at $2000, and pays fair market value. A 

Town Meeting vote needed for the purchase. The Town Administrator recommends free cash as the 

preferred payment method for the property if this alternative is explored. 

Facility construction is bonded at one time, accomplishing the rebuild of a Highway facility, Town Hall, 

and Council on Aging into two structures. A vote for a debt exclusion is probable and the town would 

be responsible to one bond payment per year for the construction of two facilities and housing all of the 

administrative offices of the Town. This allows the Town to then focus on the Fire Feasibility Study and 

the School Department’s capital needs with limited stress on our financial systems. Early discussions 

have encompassed utilizing meals tax revenues specifically for capital projects and payments on bond 

structures. American Rescue Plan Funds are eligible to be utilized for the building of a Town Hall as we 

cannot adequately space out with Covid-friendly protocols. However, those funds must be spent on hard 
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costs and cannot be used for borrowing. If ARPA dollars are utilized, the Town would simply decrease 

the total amount being borrowed and pay cash for part of the project. 

Vacated Town Buildings:  

A vacated Council on Aging can be sold off to a developer. Mixed use is likely allowed by right. 

Restrictions can be placed to create additional housing stock to combat the growing housing problem, 

especially for our seniors. The vacated Annex property can remain as the Animal Shelter site. The Town 

can possibly undergo the Form A process and sell off one to two house lots to the right of the Shelter.  

A vacated Station 1 could be sold off as a house lot, utilized for storage space, or deeded to the school 

property if the School Department were interested. Current Station 3, if vacated, could be sold off as 

surplus property similar to other formally town-owned properties. 

Scenario 2: Locate all buildings at Del Mac Orchard without purchase of additional 

property 

In exploring Scenario 1 with the School Department in finalizing a conceptual idea and need for the 

Middle School, we believe all three properties – Town Hall/COA, Highway facility, and Middle School 

with fields and parking – could actually fit on the parcel within the confines of the wetlands present 

without having to purchase the Sousa Property. Therefore, we have added this scenario for planning. 

Similar to Scenario 1, both the school and the town can create a campus and locate all buildings in one 

area which is desirable.  

The School Department’s approach is to 

conjoin the Junior High School and Middle 

School, move parking to the rear of the 

school properties and create additional 

sports fields. Their needs account for about 

nineteen (19) buildable acres of the parcel.  

The town’s municipal buildings need about 

six (6) acres. The barn style highway 

facility, which is the preferred design for 

our needs, would definitely fit with a 

variance offered by the Conservation 

Commission through the permitting process 

to decrease the wetlands buffer. It may fit 

without said variance. The tandem-style garage would certainly fit without a variance from the 

Conservation Commission.  

The construction of the municipal buildings on this site leaves plenty of room for parking, provides 

additional egress for the schools and multiple entrances and means of egress for the municipal operations. 

There is even a designated entrance for larger scale vehicles, such as occurs with salt deliveries. The 

inclusion of an elementary school, the construction of which is not included in the next 15 years of plans 
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for the School Department, is not viable should all three 

buildings be located within the Del Mac Orchard parcel.  

Financial Impact:  

Funds are readily available for site selection for a Town Hall. It 

is recommended that these funds be spent on preliminary site 

analysis to explore this alternative sooner rather than later. Such 

analysis assists the Highway department plans, School 

Department plans, and the Town’s plans. If the analysis yields 

positive results, no additional purchase of land is necessary and 

the Town can begin the design and construction process 

immediately. The plan for a single bond payment as the Town’s 

burden remains and the proposed plans for vacated buildings described in Scenario 1 also remain.                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                              

Scenario 3: Del Mac Orchard as location for DPW Building and Town Hall/COA 

The Town designs and constructs a DPW building in a barn style, which is the preferred style for efficient 

operations of the facility and achieves proper storage of equipment and vehicles. Logistics and operations 

of daily DPW functions currently in use will for the most part remain the same. 

The Town locates the Town Hall/Council on Aging facility on the same property, creating a municipal 

complex and organizing efficient operations, with true one-stop shopping.  Facilities are centrally located 

and the burden on the surrounding residential area is minimal. 

While the construction of both facilities does leave enough room for a new middle school to locate near 

or connected to the Joseph Case High School as described in Scenario 2, this scenario explores not 

loading all buildings onto this property and does not concern itself with school plans for either a middle 

or elementary school. 

This does allow for a secondary egress from the schools, however, which has been highlighted as a 

security preference from the School Department. 

Financial Impact:  

The Town already owns the land, so no land purchase is required and fund are focused on construction. 

Facility construction is bonded at one time, accomplishing the rebuild of a Highway facility, Town Hall, 

and Council on Aging into two structures. A vote for a debt exclusion is likely and town is responsibility 

for one bond payment per year, for the construction of two facilities and housing all of the administrative 

offices of the Town. This provides a limited burden on our financial systems. 

The School Department plans are placed in limbo, but without a conceptual plan from the school, we 

cannot be certain all of their future plans can be realized within this scenario. 
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Scenario 4: Del Mac Orchard as location for DPW Building and Middle School 

The Town locates just one town facility at the Del Mac Orchard, leaving space for the Middle School 

project ready for construction when and if approved at the MSBA level.  

Moving the DPW to Del Mac Orchard maintains continuity of services with limited hiccups. The 

requested barn style facility can be constructed there. The current DPW site is vacated for use by the 

Fire Station as it has been highlighted as an ideal location for services in this zone of Town and can 

provide for consolidation of Stations 2 and 3 into one station.  This requires the Town Halls and Council 

on Aging, in their combined facility, to find a location. The Town could utilize the Town Annex property 

to house this facility, further explored in Scenario 8. 

No additional land purchase is required for this scenario. Fire station needs may or may not be addressed. 

Despite not locating at the same parcel, construction projects for Highway and Town Hall/COA should 

still be bonded together for the most economical approach for borrowing and least impact to the town’s 

taxbase.  Some concerns over providing adequate space between highway operations and those of a 

middle school have been shared. However, there is some benefit to having the campus connected in 

response and snow removal operations. Additionally, fields and/or parking lots would serve as a 

significant buffer between the two buildings. The Town also already operates on this condition as the 

Brown School and the Highway Department are currently neighbors. 

Locating just one municipal building allows for the Middle School plans and future elementary school 

plans. 

Scenario 5: Del Mac Orchard as location for Town/Hall COA and Middle School. 

Conversely, the Town can locate just the Town Hall/COA combined facility at the Del Mac Orchard, 

leaving space for the Middle School at the same site. The operations of a Town Hall may be less 

disruptive to a school than Highway functions, however there is still traffic brought into the site due to 

municipal and Council on Aging operations. 

In this scenario, the DPW has various options. The 

facility can remain at the current location and face 

potential voter fractures due to competition with Fire 

Station needs. This possibility is explored further in 

Scenario 6.  

No additional land purchase is required for this 

scenario. Fire station needs may or may not be 

addressed. Despite not locating at the same parcel, 

construction projects for Highway and Town 

Hall/COA should still be bonded together for most 

economical approach for borrowing and lowest 

impact to the town’s taxbase.   
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Again, locating just one municipal building allows for the Middle School plans and future elementary 

school plans. 

Scenario 6: Construct a new DPW site where it is presently located 

The Town can opt to rebuild a DPW garage at the present site. The presence of wetlands is limiting for 

the sprawl of Highway Department operations and the design is confined to tandem parking for 

equipment. The desire for a barn-style highway garage is not realized and the Highway Department 

“makes do” with what can fit there. This option does not plan for the future or allow for growth. The 

design is the bare minimum, but can be accomplished the most quickly. 

Continuity of services must be considered as operations must continue while the construction of the 

facility occurs. This is unlikely to go smoothly on one, confined parcel so soft costs for relocation of 

services may create a financial impact. The project can be bonded separately and start more quickly, but 

it is less likely that voter appetite will sustain multiple votes for borrowing projects in quick succession. 

The present DPW location has been criticized due to its proximity to the roadway and the traffic 

congestion created by schools. Storage has long been an issue at this location and the present design for 

the new facility does a mediocre job at addressing it. The ideal location of a DPW should be considered 

when evaluating this and other scenarios discussing the Highway Department.  

No additional land purchase is required for this scenario. Fire station needs may or may not be addressed 

as it is unclear if an additional facility can fit on the parcel with the Highway taking up its required 3.5 

acres. Therefore, there is potential for competing needs during any Town Meeting vote for approval.  

Scenario 7: Build a new DPW facility at Sears Road or East of Salvation Army 

The DPW can be relocated to the Sears Road property or east of the 

Salvation Army, both of which would require legal work on accessibility 

and title issues, updates to utilities, a 

reconstruction of the roadway, and clear 

site surveys to test soil conditions and 

suitability. The property to the east of the 

Salvation Army was given to the Town 

from NRG at no cost. Traffic concerns at 

the intersection with Route 6 may present 

themselves, due to the comings and goings 

of highway vehicles and the lack of a 

traffic light. This is also the location of 

two marijuana facilities that are expected 

to bring in additional traffic. 

Highway operations must be redesigned, causing unintended 

consequences. Further exploration into the logistics of operating a 

Highway Department from that part of Town are needed before committing to this option as is a site 
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analysis for suitability and soils conditions. Therefore, funding for site analysis is required before moving 

forward. 

The Sears Road property has historically been a dumping area for compost materials and storm clean up. 

This abuts an uncapped landfill and the plans for that privately held parcel may interrupt our plans for a 

facility, including significant stormwater management issues. It has previously been identified as a 

proposed firing range facility for the Police Department who require such training each year for the entire 

department. The site has also been discussed as the location of a regional training facility for the Fire 

Department.  

Scenario 8: Construct a Town Hall/COA at the Town Hall Annex  

The Town Hall proposal of 2018 identified the Town Hall Annex property as the site of the new Town 

Hall. At the time, the Council on Aging facility was not included in the building. A perc test is required 

before commitment to construction at this location occurs. 

 

A chief criticism of the 2018 plan was that this was not a central location and that it is almost in Somerset. 

Moving all of our administrative functions to the town border may be poor planning. Again, ideal 

locations for municipal buildings must be considered. 

No additional funds would be required for purchasing land here. 

The Town also has some site survey funding already available for 

a Town Hall. Depending upon the height of the building, a 

variance may be required to construct a facility on multiple levels 

which may face abutter interference.  The presence of the Animal 

Shelter essentially in the middle of the property hampers design 

and optimal traffic flow for any large complex. The Animal 

Shelter is a shared service with the Town of Somerset and is in an 

ideal location, centrally located for both communities.  

Additionally, it is important to consider the land currently 

occupied by modular trailers as well. Some consideration for continuity of services during construction 

is necessary. These departments, being the permitting offices, have constant traffic daily both with 

businesses, residents and multiple town officials. Potential solutions are to lease office space for those 

individuals, which adds to the financial implication of the total project, or move the modulars. Moving 

the modulars does result in costs to the Town, but they are minimal and could be absorbed with budget 

transfers or use of the Finance Reserve Fund. 

Further, the current structure that formally housed the municipal departments is slated for demolition. 

Currently abatement surveys and cost estimates are ongoing in preparation for procurement work to 

remove the building. The funding request for removal of this building will likely occur at the Annual 

Town Meeting in May 2023. The removal of this facility may free up staging and construction area, or 

a location to move the modulars. 
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Scenario 9: Purchase or lease office space for Administrative Buildings  

This is a short-term solution that does not address Highway facility needs, thus not addressing the Fire 

Department needs.  The Council on Aging function also may or may not make sense to be a part of the 

lease option due to the specialized nature of any building providing that service.  

Renovation work would be required for any facility. Previous town attempts to retrofit buildings to 

municipal uses have failed and ended up costing more in the long term than realized at the onset. This 

track record has caused voter discontent and been a source of lack of trust in government leaders and a 

lack of confidence in the financial management of the Town, despite very healthy Town finances over 

many years. Therefore, it may not be a viable solution when it comes to voting at Town Meeting. 

Additionally, there is a lack of stock within Swansea, despite Town officials touring various facilities 

over the years. No suitable facilities have been identified to date. The commercial tax base would also 

be reduced due to taking over commercial property and alleviating it from the tax rolls. A future request 

for proposals required for either lease or purchase would be required and it may or may not yield results. 

Previous attempts solicited just two proposals and the request allowed for vacant land and structures. 

This is a short-term solution and may also be an unpopular alternative of purchasing property when 

currently held parcels are available and construction/rehab dollars are still required. Further, it only 

addresses part of our capital building needs at this moment and does not set the Town up for prolonged 

success.  

Financial impact:  

The Town would have to purchase property and allocate renovating costs. Borrowing may not be able 

to occur with one payment due to the difference in projects being requested: full construction versus 

property purchase and renovation. More information is required. If a lease agreement is selected, lease 

payments become part of the operating budget per municipal finance laws. This is not a long-term 

solution and further funding and consensus building is required for a more permanent solution. 

Scenario 10: The No Build Scenario 

Today, the Town of Swansea struggles to keep up with current service demands for a continually 

growing community. The Town is operating out of multiple facilities, all of which require extensive and 

expensive upgrades after decades of deferred maintenance, not only for health and safety but also for 

delivery of services and professionalization. Managerially, the separation of key municipal departments 

allows for a lack of accountability and is detrimental to streamlined, efficient operations. This leads to 

waste and poor employee relations. It is also more expensive and more difficult to sustain upkeep and 

maintenance of multiple buildings rather than just one. We have no room to expand for new workers, 

current workers are piled on top of each other, and focus or concentration on large scale projects is 

extremely difficult. 

Our lack of adequate facilities in the Highway Department fail to allow us to efficiently take care of our 

vehicles. The Town’s equipment cannot fit inside the facilities and so it is left without cover to the 
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elements, reducing years off of its useful life to us. Maintenance work on vehicles town wide, like simple 

oil changes, cannot take place in house as we do not have a lift. So, we frequent local businesses to 

handle much of that work for the administrative and inspectors’ vehicles.  

There is no space for residents to sit, privately, with individuals who can assist them. Quite often they 

are in the hallway requesting abatements or explaining personal needs in the hallway for all to hear.  

There is no place to meet with a wealthy business owner to go over permitting needs in a professional, 

well-executed manner. It leaves a lack of confidence and hampers our ability to woo big business, despite 

the oncoming sewer infrastructure and clear thirst for retail Swansea has expressed.  

The modulars housing the Annex departments are rented and were a short-term solution to a significant 

health and safety issue due to the presence of black mold and asbestos in the workplace. A decision on 

housing those departments is required within the next two years prior to the end of the lease term. The 

fastest no-build scenario for that case is to transform the community center into office space for those 

departments, vacating the space at the Annex. There would be no room for community events and no 

longer any use by non-profit or cultural entities as it would be designated office space. There is 

insufficient parking there and unsafe traffic conditions with vehicles turning the corner quite close to the 

pedestrian walkway to the building. With permitting departments generating the traffic that they do, this 

would not be an ideal set up. Therefore, additional funds to lease or purchase office space for at least 

those departments is required. In Scenario 10, however, we discuss the lack of stock in exploring this 

endeavor. 

Employee retention and attraction will certainly suffer. The Town has gone through great lengths to hire 

professional, educated department heads to move the Town forward after numerous issues. Leaving them 

to work out of cramped workspaces with no privacy between employees, a lack of meeting space 

anywhere, and a lack of investment will result in employee loss as they opt to work in other communities 

or not consider the Town at all. 

We must maintain our competitiveness. Municipal work is becoming more and more specialized. 

Appropriate, solid employees that are balanced and well-rounded with the necessary knowledge, 

customer service skills, and work ethic that the public sector demands are hard to come by. Contrary to 

what many believe, it is not easy to fill inspector roles that require specific licenses, or to find workers 

well-versed in municipal finance or zoning laws, for example. Experienced municipal workers are rare 

and updated facilities do play a role in attracting and retaining them. Investing in our workforce, many 

of whom live in and around this community, is necessary.  Without these employees, the Town is unable 

to perform incredibly important, varied functions. We do not have duplication of work – each job is solo 

in its performance and if there is no one to fill the role, the work is not completed. Those picking up the 

slack are already responsible for their own specialized work. Residents will certainly suffer in a variety 

of ways if we begin to lose our employees.  

As we begin to look at our future, via the Comprehensive Plan process and other forward-thinking 

initiatives, our current facilities will not keep up. Over the next decade or two, it is projected that we will 

have at least 700 new home units. However, given the high demand for housing over the last ten years, 

reality will likely show a figure closer to 900 units. The demand for more services will only increase 
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with an influx of new homes and new residents looking for assistance with tax abatements, trash removal, 

inspections of retail stores, building permits, detention ponds, monitoring and maintenance of open space 

and recreational areas, and other needs, many of which have been referenced within the Comprehensive 

Plan survey as an expectation amongst residents and stakeholders within the Town.  

We have also examined the Town’s various municipal vulnerabilities and mapped out how we will begin 

addressing the effects of climate change, the rising tides and flood issues that we have already witnessed, 

and the way in which our government buildings may or may not work in concert with each other or with 

addressing a major incident. To illustrate the point, the Council on Aging serves as a designated shelter. 

It is within a flood zone, so what occurs when all the residents in the Grove need a shelter but the Town’s 

facility, designated as a place of assistance, is also compromised? Without this call to action, the Town 

of Swansea will be woefully unprepared and cannot act in the best interest of its residents. 


