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BOARD OF SELECTMEN /ASSESSORS MEETING
. AGENDA

Wednesday, December 10, 2025
Cali to Order (Piease read the date into the record for a complete audio record)

Moment of Silence/Pledge of Allegiance

Public Participation

Vote to Approve Selectmen’s Meeting minutes November 26, 2025
Vote to Approve Warrant # 12

Vote to Approve Trust Fund Warrant #9

Request permission from the Board to buy an [Pad for the CEO
Request permission from the board to dispose of Public Works truck
Update from Public Works Department

Vote to accept request for Disposition Report

. Present proposal from Five and Dime Studios

- Bring off the table - Discuss/Accept quotes on Resilience Grant funded HVAC for Library
. Discuss review of the Draft Communications & Community Engagement Plan

. Planner's Report

. Manager’s Report

. Business with Leave of the Board

. Adjourn

TOWN OF WARREN BOARD OF SELECTMEN MEMBERS
Wayne Luce, Chair | Jan MacDonald, Vice Chair | Roger Peabody | Justin Humes | Nikos Demaria
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TOWN OF WARREN
BOARD OF SELECTMEN/ASSESSORS
November 26, 2025

6:15 PM Regular Meeting

Selectmen Present: Wayne Luce Chairman, Jan Macdonald Vice-Chair,
Roger Peabody, Justin Humes, and Nik DeMaria.

Absent: None

Staff present: Town Manager Sherry Howard, Caleb Emerson Public Works,
and Board Secretary Sara K. Davis

Call to order at 6:15 p.m. by Chairman Luce.
Item 1

Moment of Silence/ Pledge of Allegiance
Item 2

Public Participation

Item 3

Vote to Approve Selectmen’s Meeting minutes November 12, 2025
ACTION:

Motion by Peabody; second by Macdonald to approve Selectmen’s Meeting
minutes November 12, 2025

Vote: 4-0-1 Humes
Item 4

Vote to Approve Warrant # 11
ACTION:

Motion by Humes; second by DeMaria to approve Warrant # 11 & Trust Fund
Warrant #8

Vote: 5-0
Item 5

Vote to Approve Trust Fund Warrant #8
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Item 6

Meet with/ appoint:
. Robert Graham to Comprehensive Plan Advisory Committee
. Hank Read to Board of Appeals

Robert, would like to contribute to the town, he has some experience, he has
been part of the Sewer District, and was on the Planning Board. Board
thanks him for volunteering.

Hank, was recently on the TIF committee.
ACTION:

Motion by Macdonald; second by DeMaria to appoint Robert Graham to the
Comprehensive Plan Advisory Committee

Vote: 5-0
ACTION:

Motion by Peabody; second by Humes to appoint Hank Read to the Board of
Appeals

Vote: 5-0

Item 7

Review/ sign THREE LINKS CLUB bingo letter of approval
ACTION:

Motion by Macdonald; second by Peabody to approve and sign THREE LINKS
CLUB bingo letter of approval for Two Years ending December 315t 2027

Vote: 5-0

Item 8

Vote to approve Town Abatements for the fiscal year 2025-2026
ACTION:

Motion by Luce; second by Humes to approve Town Abatements for the
fiscal year 2025-2026

Vote: 5-0
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Item 9

Vote to sign pole permit for one pole starting at Fire Rd 75H on Highland
Rd/West Branch Rd

ACTION:

Motion by Peabody; second by Macdonald to sign pole permit for one pole
starting at Fire Rd 75H on Highland Rd/West Branch Rd

Vote: 5-0

Item 10

Bring off the table - Discuss/Accept quotes on Resilience Grant funded HVAC
for Library

Leave on the table.

Item 11

Consider selection of QEP
Board thanks Dan for the recommendation.
ACTION:

Motion by Luce; second by DeMaria to follow Dan’s recommendation, motion
to authorize town staff, including Town Planner, Dan DeBord, Town Manager
Sherry Howard and Finance Director, Heather Beaupre to enter negotiations

with Sevee & Maher Engineers, Inc. for QEP services for the Steamship
Navigation Site Brownfields Cleanup project.

Vote: 5-0

Item 12

Planner’s Report
Item 13
Manager’s Report

Public Works needed to pull up more pavement for the project at the garage,
they will be putting down gravel. Both slabs have been poured.
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Report from The Nature Conservancy on Meadow Mountain, ATV traffic still

an issue up there, also an issue with the Beech trees. Gave to the Forest
Committee.

DOT will be discussing new flashing light at the intersection of Old Augusta
Road and 235.

Comprehensive plan workshop December 8™,
Basket Raffle going on at the Library until December 19,

Time to start thinking about this coming years budget. Manager plans to
start meeting with Dept. heads at the beginning of the year, would like

budget to the Board by 1st of March and to the Budget Committee by early
April.

DOT smoothed out the pavement in front of the Fire Station and raised up
the catch basin.

Caleb, Public Works may not be able to plow sidewalks due to DOT not
finishing their Main Street project. New Truck is in the paint shop, one truck
needs repairs.

Item 14

Business with Leave of the Board

Humes asked if the Paramedic position is still posted, yes, it is until filled.
Item 15

Executive Session:

. 1 MRSA § 405 (6) (E) - Personnel
ACTION:

Motion by Humes; second by Macdonald to go into Executive Session: 1
MRSA § 405 (6) (E) — Personnel at 6:57p.m.

Vote: 5-0

Leave Executive Session

ACTION:

Motion by Luce; second by Peabody to compensate Town Clerk for extra
duties/workload during staff shortage in October and November, to be taken
from Contingency.
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Vote: 5-0
Item 16

Adjourn

ACTION:

Motion by Humes; second by Peabody to adjourn the meeting at 7:08p.m.
Vote: 5-0

Wayne Luce, Chairman

Jan Macdonald, Vice-Chair

Roger Peabody

Justin Humes

Nik DeMaria

Respectfully submitted by Board Secretary: Sara K. Davis

Attest: This is a true copy of the Warren Board of Selectmen’s minutes, as
certified to me by the municipal officers of the Town of Warren, Maine, and
adopted by the Board of Selectmen on the day of

2025.

Date: Signature:
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Proposal from Five and Dime Studios

Austin Winder - Owner of Five and Dime Studios

Job proposal for the Town of Warren

11-05-25

Executive summary:

This is a proposal from Five and Dime Studios to produce a cinematic documentary that will
capture the heart and heritage of Warren, Maine. The film will dive into the roots of the town,
particularly its history and heritage. In addition to covering important landmarks like the
Georges River Canal and Woolen Mill Park, the film will also highlight the vibrant community

there today.

Understanding your needs:

The Town of Warren deserves a documentary that tells not only its stories from the past, but
presents in the best possible light the thriving community it is today. Five and Dime will
partner with local organizations such as its Historical Society to ensure the stories and

interviews we collect are historically accurate, and produce a gripping fitm that locals and
tourists alike will connect with for years to come.

Proposed services:

Service Description

Five and Dime Studios will
produce a professional
documentary highlighting
the culture and spirit of
Warren. In addition to its
history, we will capture the
community today. Our time
in the town will be spent
bonding with the people,

Methodology

We will travel to Warren,
capturing interviews and b-
roll of historic landmarks,
stories, and locations. We
provide outlines and scripts
that are approved by the
town, hire the voiceover
talent, edit the film in post
production, and deliver the

Deliverables

The final film will be
delivered within 4 months
of wrapping production. in
addition to the full-length
film, we will also include
segmented, stand-alone
clips of the Town of
Warren to use on social
media.



learning as much as we can, final product.
and filming the content for
the final film.

Timeline:

Five and Dime Studios will be in multiple Northeastern states between September-November
of 2026, including Maine and New York. The film for Warren would likely take place during
those months, depending on what works best for the town.

Project Costs:

Service breakdown: Our rate is $1,000 per finished minute of the film (e.g., 10 min film =
$10,000; 20 min film = $20,000, etc.), with the town applying for funding to handle that cost,

The only other request we make is for lodging during our time filming. This is not built-in to
our pricing, since an Airbnb owner will often provide lodging for a short promo of their home,
or a credit mention. All other expenses including meals, travel, etc. are handled by our studio.

Rights to the Film:

All rights to the film will belong to the Town of Warren. Five and Dime respectfully requests to
have the right to post the film on their website and social media for promotional purposes.

Below are two links to my most recent films in Victor, CO and Van Buren, ME:

"Reviving the Gateway"

"Victor, Colorado: A True Treasure"

Please don't hesitate to reach out with any questions you may have.

Very best,

Austin Winder
fiveanddimestudios@gmail.com
901-264-4401
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Proposal for Heat Pump Installation
Town of Warren
11/26/2025

Dan.

As we had discussed, below is an updated estimate for the Warren Library HVAC systems. We have
broken things down into our Recommended Option and an alternative Budget Option. Numbers are again in a
range. based on our engineer’s and supplier’s input.

Please let us know if you have any further questions we can answer for you. ..

Besl,

Jamien & Jeremy Reynolds
All Seasons. P.ILLE., Inc.
207-232-8247



Project Estimate

Town of Warren
Library

Option 1: Recommended - This would include one 36k wall head on the first floor and one 36k suspended
unit on the second floor. There would also be two 36k outdoor units. With this option, the first floor would
need some help from the furnace during the colder days.

Materials:

1 - 36k Mini Split 1:1 Wall Mounted Unit on the st floor: $11,800 — $12,000
2 — 36k Mini Spiit 1:1 Suspended Unit on the 2™ Fioor: $11,600 — $11,800
Line Set and Line Hide Allowance: $2,600 - $3,000

Base, Cover, Pipe, Fittings, Valves, Refrigerant, Etc: $3,250 - $3,500

Wiring: $250-$500 Allowance

Total Materials Estimate: $29,500 - $30,800

Labor:
2 Man Team for ' to | full - 10 hr day for EACH UNIT, to include wiring in HP to panel: $4,800 - $5,200
Project Management Costs and Site Visit w/Engineer: $1,000-$1500

Total Labor Estimate: $5,800 - $6,700

Total Project Estimated Range: $35,300 - $37,500

Option 2: Budget - This would include one 24k wall head for the first floor and one for the 2nd floor, as
well as two outdoor units. This option would need help from the furnace on the colder days for both spaces
during the heating season. in the summer, this setup would struggle on the warmer days to keep up, but
would throw some cooler air and help with moisture. This option fits into a tighter budget, but will not
provide the heating and cooling you are looking for on its own.

Materials:
2 — 24k Units for 1%t and 2™ floor: $11,000 - $12,000
Line Sets and Line Hide, Fittings, Pad, Stands, and allowance for other Installation Materials: $4,500 - $5,500

Wiring Allowance: $250 - $500

Total Materials Estimated Range: $15,750 - $18,000



Labor:
2 Man Team for ' to | full - 10 hr day for EACH UNIT. to include wiring in HP 1o panel: $4.800 - $5.200
Project Management Costs and Site Visit w/Engineer: $1.000-$1300

I'otal Labor Estimated Range: $5.800 - $6.700

Total Project Estimated Range: $21,550 - $24,700

Option 3: Upstairs Only

This option is just to replace the 2nd floor 36k suspended ceiling unit with another new 36k suspended ceiling
unit.

Materials:

2nd floor indeor and cutdoor unit - $11.700 - $12.000

Line Sets and Line Hide. Pad. Stand. Fittings. Com Wire. and other Installation Materials: $3.700 - $4.200
Wire Allowance: $2350 - $500

Total Estimated Range for Materials: $15.650 - $16,700

Labor:

2 Man Team for "2 to | full - 10 hr day. to include wiring in HP to panel: $3.800 - $4.200
Project Management Costs and Site Visit w/Engineer: $1.000-$1500

‘Total Labor Cost for Option 3: $4.800 - $5.700

Total Project Estimated Range: $20,450 - $22,400
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EXECUTIVE SUMMARY

The Town of Warren Communications & Community Engagement Plan represents a
comprehensive roadmap for enhancing how our town government connects with and serves our
community. As Warren continues to grow in population, while still trying to maintain its small-

town appeal and relative affordability, effective communication becomes increasingly vital to
Our Success.

This plan, developed for implementation from 2025-2030, addresses the critical need for:

» Unified messaging across all town departments and platforms

» Enhanced digital presence to meet modern expectations

* Robust emergency communications to protect public safety

» Increased civic engagement to strengthen democratic participation

e Measurable outcomes to ensure accountability and continuous improvement

Key initiatives include designating a centralized Communications Coordinator position,
continued modernizing of our digital infrastructure, implementing a multi-channel emergency
alert system, and creating sustainable feedback mechanisms to ensure two-way dialogue with
residents. The plan emphasizes both traditional and digital communication methods to reach our

diverse population, from long-time residents to newcomers, ensuring no one is left behind in our
evolving communication landscape.

Warren's population has seen sustained growth in the 21% century, with the town serving as an
increasingly popular alternative to living in more extensively developed service center areas
nearby, while maintaining close proximity to services and one of the lowest tax rates in the
region. This growth, combined with changing demographics and communication technologies,

necessitates a strategic approach to municipal communications that balances innovation with
accessibility.



SECTION 1: VISION AND VALUES

Communications Vision Statement

The Town of Warren's Communications & Community Engagement efforts will provide
transparent, timely, and accessible information about town government, fostering meaningful
connections between municipal services and the people we serve while building trust,
encouraging participation, and strengthening our community bonds.

Our goal is that by 2030, Warren will be recognized as a model for small-town municipal
communications in Maine, where every resident feels informed, heard, and empowered to
participate in shaping our community's future through effective multi-channel communication
strategies that respect both tradition and embrace innovation.

Guiding Values

Transparency: We commit to open, honest communication about town operations, decisions,
and challenges, making information readily available to all who seek it.

Accessibility: We will work to ensure our communications reach all residents regardless of age,
ability, technological access, or language preference, using multiple channels and formats.

Responsiveness: We will actively listen to community feedback and respond promptly to
inquiries, concerns, and suggestions.

Accuracy: We will provide reliable, fact-based information verified through appropriate
channels before dissemination.

Consistency: We will maintain unified messaging across all departments and platforms while
adapting tone and format to specific audiences and situations.

Innovation: We will embrace new technologies and methods while preserving effective
traditional approaches that serve our community well.

Community-Centered: We will prioritize the needs and preferences of Warren residents in all
communication decisions.



SECTION 2: PLAN PURPOSE AND BACKGROUND

Purpose

This Communications & Community Engagement Plan serves as Warren's strategic framework
for:

1. Establishing consistent, professional communication standards across all town
departments

Improving resident access to timely. accurate information about municipal services and
decisions

Enhancing civic engagement and democratic participation

Building trust between local government and the community

Preparing for and responding to emergencies effectively

Supporting economic development and community growth initiatives

Preserving Warren's unique character while embracing necessary change

2
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The need for this plan emerged from several converging factors:

» Population Growth: Steady increases in population as Warren becomes an increasingly
attractive alternative to traditionally more developed Midcoast towns

» Demographic Shifts: An influx of new residents requiring orientation to town services

+ Technology Evolution: Increasing expectations for digital services and online
engagement

» Emergency Preparedness: Growing awareness of increasingly unpredictable weather
event risks requiring robust emergency communications

+ Civic Participation: Declining volunteer rates and meeting attendance requiring new
engagement strategies

+ Information Overload: The need to cut through noise with clear, authoritative municipal
communications

Planning Process
This plan was developed through:

» Analysis of best practices from Maine municipalities and national standards
» Review of successful communication plans from other Maine municipalities
e Assessment of current Warren communication assets and gaps

» Research into demographic trends and communication preferences
+ Incorporation of International City/County Management Association {{CMA) guidelines

Communication Challenges

1. Geographic Spread: Large land area with dispersed population
2. Digital Divide: Significant portion of residents lacking reliable internet
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Demographic Diversity: Varying communication preferences across age groups
Seasonal Population: Additional residents and visitors during summer months
Limited Resources: Small municipal staff requiring efficient communication systems
Regional Competition: Information competition from larger neighboring communities

Communication Opportunities

el

Community Pride: Strong local identity supporting word-of-mouth networks
Growing Population: New residents seeking information and connection

School Partnership: RSU 40 as communication channel to families

Business Community: Local businesses as information distribution points
Natural Gathering Places: Parks and recreation areas for community engagement



SECTION 3: COMMUNICATIONS STRATEGY

Strategic Framework

Our communications strategy must balance Warren's rural character and traditional values with
the evolving needs of a growing,. increasingly digitally connected community. We will empioy a

multi-channel approach, ensuring no resident is excluded, while progressively building digital
capacity for the future.

Core Strategic Principles

1. Audience-First Approach Every communication should begin with understanding who needs
the information and their preferred channels for receiving it. We will segment audiences and
tailor messages accordingly while maintaining consistent core content.

2. Digital-Forward, Nobody-Left-Behind While building robust digital platforms for efficiency

and reach, we will maintain and strengthen traditional communication channels ensuring
universal access to critical information.

3. Two-Way Dialogue Communication is not broadcasting but conversation. We will create

multiple feedback mechanisms and genuinely incorporate resident input into decision-making
processes.

4. Proactive vs. Reactive Proactive governance requires a vested interest and effort by local
government officials and staff to engage with residents and embrace their feedback, taking it into
account for policies, priorities, and initiatives. We will anticipate information needs rather than
simply responding to complaints.

5. Consistency Across Channels Whether residents encounter Warren communications on our

website, social media, printed materials, or in person, they will experience consistent branding,
messaging, and service quality.

Strategic Priorities 2025-2030
Priority 1: Establish Communications Infrastructure
« Create dedicated communications coordination role
» Further develop cohesive brand standards and messaging guidelines

» Build inter-departmental communication protocols

Priority 2: Modernize Digital Presence

» Improve upon the existing town website for mobile accessibility and ADA compliance
« Establish a verified social media presence

» Transition to .gov domain for enhanced security and credibility



Implement additional online service delivery where appropriate

Priority 3: Strengthen Emergency Communications

Deploy multi-channel alert system

Establish redundant communication pathways

Create emergency communication templates

Build community resilience through preparedness education

Priority 4: Enhance Civic Engagement

Make people aware of how issues or projects will impact their geographic area and daily
life to drive engagement

Create opportunities for meaningful public input

Improve meeting accessibility and participation options

Develop volunteer recruitment and retention strategies

Priority 5: Build Community Connections

.« & &

Support neighborhood-level communication networks

Partner with community organizations for information distribution
Create welcoming processes for new residents

Celebrate community achievements and milestones

Communication Standards

All Town of Warren communications will:

Use plain language, avoiding jargon and acronyms where possible
Include clear calls to action when response is needed

Provide multiple contact methods for follow-up

Meet ADA accessibility standards

Reflect Warren’ professional yet approachable character

Be timely, accurate, and relevant to the intended audience

Channel Selection Criteria

When determining communication channels for specific messages, consider:

AR

Urgencey: How quickly must the information reach the audience?
Reach: What percentage of the target audience uses this channel?
Complexity: How much detail needs to be conveyed?

Duration: How long should the information remain available?
Interactivity: Is two-way communication needed?

Resources: What staff time and budget are available?
Accessibility: Can all affected residents access this channel?



SECTION 4: TARGET AUDIENCES

Primary Audiences

1. Current Residents

Characteristics: Approximately 4.000 individuals across all age groups

Needs: Service information, meeting notices, tax/fee deadlines, community events
Preferred Channels: Website, direct mail, email, social media (varies by age)
Engagement Strategy: Multi-channel approach respecting diverse preferences

. Property Owners

Characteristics. Includes non-resident property owners and seasonal residents
Needs: Tax information, property regulations, maintenance requirements
Preferred Channels: Email, website, annual mailings

Engagement Strategy: Digital-first with printed backup for critical notices

3. Business Community

Characteristics: Local businesses, home-based businesses, potential investors
Needs: Permitting, regulations, economic development opportunities, networking
Preferred Channels: Email, website, in-person meetings, LinkedIn

Engagement Strategy: Professional communications with business-friendly tone

4. Municipal Employees

Characteristics: Town staff across all departments

Needs: Policies, procedures, internal coordination, professional development
Preferred Channels: Email, intranet, staff meetings, printed materials
Engagement Strategy: Regular, structured internal communications

Secondary Audiences

5. Prospective Residents

Characteristics: Individuals/families considering relocation to Warren

Needs: Community information, services, schools, quality of life data

Preferred Channels: Website, social media, real estate partnerships

Engagement Strategy: Welcoming, informative content showcasing Warren's advantages

6. Visitors and Tourists

Characteristics: Seasonal visitors, event attendees, pass-through traffic
Needs: Recreation information, events, services, wayfinding
Preferred Channels: Website, social media, signage, visitor centers



o Engagement Strategy: Accessible, mobile-friendly information
7. Media

o Characteristics: Local and regional news outlets, bloggers, social media influencers
¢ Needs: News releases, official statements, background information, contacts

e Preferred Channels: Email, phone, media kits, press conferences

» Engagement Strategy: Proactive relationship building and timely responses

8. Partner Organizations

Characteristics: Schools, nonprofits, regional agencies, state/federal partners
Needs: Coordination, shared initiatives, resource sharing, updates

Preferred Channels: Email, meetings, formal agreements, joint communications
Engagement Strategy: Collaborative approach with regular touchpoints

Inclusive Communication Practices
To ensure equitable access to information:

¢ Provide translation services when needed

o Use multiple formats (visual, audio, text)

¢ Ensure ADA compliance in all digital and physical communications
o Partner with community organizations serving vulnerable populations
« Conduct outreach in community gathering places

o Maintain simple, clear language in all communications

10



SECTION 5: CORE MESSAGES AND BRANDING

(WORK WITH STEVEN ON BRANDING) Warren's Brand Identity

Brand Attributes:
e  Welcoming small-town character
« Natural beauty and recreation
» Strategic location with easy access
+ Affordable quality of life
» Strong community spirit

Responsive local government

Core Messages

Primary Message: Warren offers the perfect balance of rural tranquility and modern
convenience, where responsive local government, natural beauty, and strong community
connections can create an exceptional quality of life for all residents.

Supporting Messages:

1.

Fiscal Responsibility: Warren maintains one of the region's lowest tax rates while
providing quality municipal services through efficient operations and sound financial
management.

Community Character: Qur town preserves its historic charm and rural character while
thoughtfully managing growth to benefit current and future residents.

Natural Assets: The St. George River, numerous ponds, beautiful farmland, and public
lands provide exceptional recreational opportunities and define our community's unique
character.

Strategic Location: Warren's central location provides easy access to employment,
shopping, healthcare, and cultural opportunities throughout the Midcoast region.

Civic Engagement: Your voice matters in Warren, where local government actively
seeks and responds to community input in shaping our shared future.

Public Safety: Warren strives to prioritize the safety and wellbeing of all residents
through professional emergency services and proactive community partnerships.

Visual Identity Standards (Check with Steven on all of this)

Logo Usage:

-

Official town seal for formal documents
Simplified logo for digital applications
Consistent placement and sizing across materials

Color Palette:

11



s Primary:

» Secondary:

e Accent:

» Neutral:
Typography:

o Headers: Professional Apple Garamond for formal documents
» Body text: Clean Times New Roman for readability
» Digital: Web-safe fonts ensuring accessibility

Photography Standards:
« Authentic images of Warren people and places
« Seasonal variety showing year-round vitality
» Professional quality reflecting municipal standards
e Inclusive representation of community diversity

Voice and Tone Guidelines
Voice Attributes:

Professional yet approachable
Clear and concise

Helpful and solution-oriented
Respectful and inclusive

Tone Variations by Context:

Service Information: Straightforward and instructional
Community Events: Warm and inviting

Emergency Communications: Calm, clear, and authoritative
Development/Business. Professional and opportunity-focused
Internal Communications: Collaborative and supportive

12



SECTION 6: COMMUNICATION TOOLS AND CHANNELS

Digital Communication Tools
1. Municipal Website (Primary Digital Hub)

»  Current State: Basic information portal requiring modernization
»  Future State: Comprehensive, mobile-responsive. ADA-compliant platform
»  Key Features:

Online service delivery (permits, payments, applications)
Document repository (minutes, agendas, ordinances)
Community calendar integrated across departments
News/announcement system with RSS feeds

Email/text subscription management

Translation capabilities

Search functionality

Resident portal for personalized information

o 0o 0 0 0 0 0 ©

2. Email and Text Messaging Systems

» Email Lists: Segmented by interest (general news, emergencies, specific departments)
o Text Alerts: Opt-in SMS for urgent notifications

o E-Newsletter: Monthly comprehensive update
»

Automated notification system linking website posts to subscriber preferences

3. Social Media Platforms

Facebook: Primary social platform for community engagement
Instagram: Visual storytelling for younger demographics
LinkedIn: Professional networking and economic development
YouTube: Meeting recordings and educational content
NextDoor: Neighborhood-level communications

4, Digital Signage

» Electronic message board at Town Office
« Potential expansion to key traffic areas
» QR codes on physical signage linking to digital content

Traditional Communication Tools

5. Print Materials

o Quarterly Newsletter: Mailed to all households
o Annual Town Report: Comprehensive yearly review
e Utility Bill Inserts: Monthly touchpoint with residents

13



Flyers and Posters: Community bulletin boards
Brochures: Service-specific information

6. Direct Mail

Tax bills and official notices

Voter information

Special project updates for affected areas
Welcome packets for new residents

7. Local Media Relations

Press releases to regional newspapers
Radio public service announcements
Cable access television partnerships
Media kits for major initiatives

8. In-Person Engagement

Town meetings and public hearings

Community forums and listening sessions
Department open houses

Presence at community events

Mobile town hall meetings in different neighborhoods

Emergency Communication Tools

9. Multi-Channel Alert System

10.

Integration with county/state emergency systems
Reverse 911 capabilities

Weather radio activation

Social media emergency broadcasts

Website emergency banner

Partner notification networks

Redundant Systems

Phone trees for vulnerable populations
Amateur radio network partnerships
Physical posting locations

Door-to-door capability for critical areas

Internal Communication Tools

11. Staff Communications

14



» Internal email system

» Department meetings

+ Intranet'shared drives

» Staff newsletter

« Training and development programs

Channel Selection Matrix

Information Type Primary Channel Secondary Channel Tertiary Channel

Emergency Alerts Multi-channel alerts Social media Radio/Phone trees
Meeting Notices ~ Website/Email Social media Posted notices
Service Updates ~ Website Email newsletter Social media
Community Events Social media Website/Email Posters/Flyers
Tax/Fee Deadlines Direct mail Email Website

Project Updates  Targeted mailings Website Public meetings
General News E-newsletter Website Social media

Implementation Priorities

Phase 1 (Months 1-6):

¢ Website redesign and migration to .gov domain
« Email/text subscription system setup

» Social media policy and account verification

» Emergency notification system selection

Phase 2 (Months 7-12):

o E-newsletter launch

« Digital signage installation

« Media contact database development
+ Internal communication protocols

Phase 3 (Months 13-18):

» Mobile app exploration

» Video content development

» Translation services implementation
» Neighborhood ambassador program



SECTION 7: PLAN GOALS AND OBJECTIVES

Goal 1: Establish Professional Communications Infrastructure
Build the foundational systems and processes for effective municipal communications

Objectives:

1.1 Establish a designated, centralized staff Communications Coordinator position by Q2 2025

1.2 Develop comprehensive brand standards manual by Q3 2025

1.3 Implement content management system for website by Q4 2025
1.4 Establish inter-departmental communication protocols by Q1 2026
1.5 Create communications policy handbook by Q2 2026

Success Metrics:

Position established and operational

100% department compliance with brand standards

25% reduction in website update time

Monthly inter-departmental coordination meetings
All staff trained on communication protocols

Goal 2: Modernize Digital Communications
Transform Warren's digital presence to meet contemporary expectations
Objectives:
2.1 Transition to .gov domain for enhanced security and credibility by Q2 2025
2.2 Achieve ADA WCAG 2.1 AA accessibility compliance by Q1 2026
2.3 Implement additional online payment systems for all applicable services by Q2 2026
2.4 Establish verified social media presence on 3+ platforms by Q3 2025
Success Metrics:
e .gov domain active and properly configured

e 60% of web traffic from mobile devices properly served
s Zero accessibility violations in testing
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+  30% of eligible transactions completed online
o 1.000+ social media followers within first year

Goal 3: Enhance Emergency Communications

Ensure all residents receive critical safety information through multiple channels
Objectives:

3.1 Deploy multi-channel emergency notification system by Q2 2025

3.2 Achieve 60% resident enrollment in alert system by Q4 2025

3.3 Establish redundant communication pathways by Q1 2026

3.4 Create comprehensive emergency communication templates by Q3 2025

3.5 Conduct quarterly emergency communication drills starting Q1 2026

Success Metrics:

Systemn operational with 3+ communication channels
Enroliment targets met or exceeded

100% of critical facilities with backup communications
Templates for 10+ emergency scenarios

95% successful message delivery in drills

Goal 4: Increase Civic Engagement

Foster greater participation in local government and community activities
Objectives:

4.1 Implement hybrid meeting technology for remote participation by Q4 2025
4.2 Launch community feedback platform by Q1 2026

4.3 Increase volunteer applications by 25% by end of 2026

4.4 Create new resident welcome program by Q2 2025

4.5 Establish quarterly community forums starting Q3 2025

Success Metrics:

e Average 10+ remote participants per public mecting
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200+ feedback submissions annually

Measurable increase in volunteer participation
90% of new residents receiving welcome materials
Average 50+ attendees at community forums

Goal 5: Build Community Connections

Strengthen relationships between town government and residents
Objectives:

5.1 Establish neighborhood ambassador network by Q2 2026

5.2 Launch "Coffee with the Town Manager" monthly series by Q3 2025
5.3 Create community celebration events (minimum 2 annually) by 2026

5.4 Develop business communication roundtable by Q4 2025 5.5 Partner with 5+ community
organizations for information sharing by 2026

Success Metrics:

Ambassadors representing 75% of neighborhoods
Average 15+ participants per coffee session

200+ attendees at community celebrations
Quarterly business roundtable meetings

Formal partnerships with community organizations

Goal 6: Ensure Sustainable Communications

Build long-term capacity for maintaining effective communications
Objectives:

6.1 Secure dedicated communications budget line item by FY2026

6.2 Develop staff communication training program by Q1 2026

6.3 Create succession planning for communications functions by Q3 2026
6.4 Establish annual communications assessment process by Q4 2025

6.5 Build up a reserve fund for emergency communications by FY2027

Success Metrics:
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+ Minimum 1% of operating budget for communications

» All staff complete basic communications training

» Documented backup procedures for all critical functions

« Annual assessment report with improvement recommendations
o $25.000+ emergency communications reserve established

Goal 7: Measure and Improve Performance

Continuously evaluate and enhance communication effectiveness

Objectives:

7.1 Implement analytics tracking across all digital platforms by Q2 2025
7.2 Conduct annual resident satisfaction survey starting 2026

7.3 Establish quarterly communications metrics dashboard by Q3 2025
7.4 Create feedback integration process by Q4 2025

7.5 Benchmark against comparable municipalities annually

Success Metrics:

» Comprehensive analytics data available

» 30%+ survey response rate

¢ Dashboard reviewed at quarterly meetings

» 80% of substantive feedback receives response

» Performance above average relative to peer communities



SECTION 8: ACTION PLAN AND IMPLEMENTATION TIMELINE

Implementation Phases
Phase 1: Foundation Building (Months 1-6) January - June 2025
Month 1-2:

Establish Communications Working Group
Conduct comprehensive communications audit
Develop Communications Coordinator role
Inventory existing communication assets

Meet with department heads to assess needs

Month 3-4:
¢ Develop emergency communication templates
e Create social media accounts and policies
¢ Begin .gov domain application process
« Establish baseline metrics for evaluation

Month 5-6:

Communications Coordinator role established
Launch website beta testing

Implement email subscription system
Develop brand standards guide

Begin emergency alert system procurement
Create initial content calendar

Deliverables: v Communications Coordinator hired v Website vendor selected v Social media

presence established v/ Brand standards drafted v Emergency templates created

Phase 2: System Launch (Months 7-12)
July - December 2025
Month 7-8:

Launch redesigned website

Go live with .gov domain

Deploy emergency notification system
Begin e-newsletter publication

Install digital signage at Town Office
Launch new resident welcome program
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Month 9-10;

e [mplement online payment systems

Begin "Coftee with Town Manager" scries
Conduct first emergency drill

Launch volunteer recruitment campaign
Develop media contact database

Create department communication protocols

Month 11-12:

Conduct year-end assessment

Plan 2026 communication priorities
Launch community feedback platform
Implement hybrid meeting technology
Prepare annual communications report
Celebrate early wins with community

* [ ] [ ] . @ L]

Deliverables: v New website operational v Emergency system deployed v E-newsletter
taunched v Digital signage active v' Feedback mechanisms established

Phase 3: Expansion and Refinement (Months 13-18)
January - June 2026

Month 13-14:

Implement staff training program
Expand online services

Create video content library
Develop business roundtable
Enhance translation services
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Month 15-16:

Conduct resident satisfaction survey
Implement mobile app (if feasible)
Expand digital signage network

Launch community celebration events
Strengthen media partnerships

Develop crisis communication protocols

Month 17-18:

¢ Assess Phase 3 outcomes
+ Plan long-term sustainability



Expand community partnerships
Implement advanced analytics
Create succession planning
Prepare mid-term report

Deliverables: v Ambassador network active v/ Training program operational v’ Survey results
analyzed v Partnerships formalized v Sustainability plan developed

Year 2-5 Priorities
Year 2 (2026):

Consolidate and optimize systems
Focus on engagement metrics
Expand community partnerships
Enhance emergency preparedness
Develop specialized campaigns

Year 3 (2027):

Conduct comprehensive plan review
Implement emerging technologies
Expand regional collaborations

Launch capital campaign communications
Strengthen internal communications

Year 4 (2028):

Prepare for plan update
Assess technology changes
Review and revise strategies
Expand success metrics
Build staff capacity

Year 5 (2029):

Conduct full plan evaluation
Develop next 5-year plan
Celebrate achievements
Document lessons learned
Ensure transition planning

Critical Success Factors

Leadership Support:
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Town Manager championship
Select Board endorsement
Department head buy-in
Staff participation
Community advocacy

Resource Allocation:

» Adequate funding
Appropriate staffing
Technology investment
Training resources
Time allocation

Change Management:

Clear communication about changes
Phased implementation

Training and support

Feedback incorporation

Celebration of successes

Risk Mitigation Strategies

Risk Probability Impact Mitigation Strategy
Insufficient funding Medium  High  Phased approach, grant seeking. partnerships
Staff resistance Low Medium Training, involvement, gradual implementation
Technology failures Low High  Redundant systems, vendor support, backups

Low resident adoption Medium  Medium Multiple channels, outreach, incentives
Information overload Medium Low Careful curation, clear priorities

Implementation Team Structure

Executive Sponsor: Town Manager Project Lead: Communications Coordinator (once hired)
Working Group Members:

+ Representative from each department
» Select Board liaison

¢ Community representatives (2-3)

+ Technology advisor

+ Emergency management coordinator

Meeting Schedule:

»  Working Group: Monthly
» Department coordinators: Bi-weekly

23



+ Executive review: Quarterly
¢ Community input: Quarterly forums

Work in progress....

SECTION 9: EMERGENCY COMMUNICATIONS PROTOCOL
SECTION 10: BUDGET CONSIDERATIONS
SECTION 11: MEASURING SUCCESS
SECTION 12: GOVERNANCE AND MANAGEMENT
SECTION 13: CONCLUSION
SOURCES AND CITATIONS
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