
 

 

Town of Middlebury 

M E M O R A N D U M 

TO:     Joel Perrigo, Agency of Transportation 

FROM:   Kathleen Ramsay, Town Manager 

CC:      Local Project Management Team & William H. Finger, Local Project Manager 

RE:      Main Street & Merchants Row Railroad Overpass Bridge Replacements (WCRS (23)) 

DATE:    September 30, 2015 

Background: Construction of the Merchants Row and Main Street railroad bridges/underpasses (State 
Project Identification Number WCRS (23)) is slated to begin in April 2016/September 2016.  The 
construction project will close the two primary roadways through the heart of Middlebury’s retail district, 
as well as usurp 50+ parking spaces and disrupt foot traffic as sidewalks are closed and/or re-routed. 
Retailers, hotels, restaurants, churches, professional offices and cultural centers such as the Town Hall 
Theater will be greatly affected.  
 
As the project is currently designed, downtown Middlebury will be a construction zone for at least one 
year with potential disruptions lasting at least three years. Downtown visitors, businesses, employees and 
residents will be barraged with lights, noise from drilling and the movement of heavy equipment, 
vibration/pounding, dirt and dust. Navigating by car or foot will be difficult, confusing and, in all 
likelihood, frustrating.  
 
This project has the potential to economically devastate the downtown as residents change their everyday 
routines and shopping habits and visitors make alternative destination choices. The minister of the 
Champlain Valley Unitarian Universalist Society, Rev. Barnaby Feder, writes: “a healthy business 
community isn't solely about the prosperity/survival of property owners, investors, and employees who 
work there, but also about the town having a vibrant crossroads for all forms of social, creative and even 
spiritual engagement.”  
 
While the end goal (safe bridges and improved track safety) has wide support, the path to get there will 
be difficult. The project has the potential to change the face of downtown Middlebury both during and 
long after construction. 
 
To address these concerns, the Town of Middlebury is proposing the creation of a part-time Community 
Liaison position for the Main Street & Merchants Row Railroad Bridge Replacement Project.  The  
Community Liaison position would be paid for with federal highway funds and dedicated exclusively to 
the Project as part of a comprehensive community outreach/communications plan that will focus on 



 

developing consistent communication and messaging, marketing material, signage, events/promotions 
and access to educational opportunities for businesses and organizations to survive (and thrive!) during 
construction. The ultimate goal is to drive consumer (local and visitor) traffic to downtown by alleviating 
confusion, uncertainty and stress, and by inspiring and motivating buyers to continue to spend money 
where they always have.  
 
A preliminary draft of the community outreach/communications plan, developed by the Better 
Middlebury Partnership and the Addison County Chamber of Commerce in consultation with the Town 
of Middlebury, is attached for reference.  A diagram showing the Community Liaison position within the 
Middlebury project outreach team and a job description, developed in consultation with the Vermont 
Agency of Transportation, are also attached for reference. 
 

Justification for Community Liaison Position: Like many other communities in Vermont, 

Middlebury’s economy features has a healthy and vibrant tourism-based sector. Many of these tourism-

related businesses, including restaurants and shops, are located inside or very near the limits of the 

upcoming Project. While the Project is critical to Middlebury’s future economic growth, in order to 

maintain our current economic vitality the Town believes it is imperative, if not paramount, to 

incorporate a comprehensive information and communication component into the construction phase 

of the Project. Responding to concerns and question and providing timely and accurate information to 

Town residents, businesses, as well as motorist and pedestrians is essential to the orderly construction of 

the Project. 

 

In developing an information and communication component the Town considered two different 

approaches. The first involves the issuing of a RFP and contracting with a private public relations firm. 

The second approach involves the Town hiring a part-time dedicated Town employee to coordinate 

Project related communications. After considering the two approaches, the Town is recommending the 

latter for the following reasons: 

 

 An in-house part-time Town employee, paid between $23.00 and $25.00 per hour and working 

approximately 3,640 hours over a forty-two (42) month period, would cost less than $110,000 

including salary and payroll taxes. By comparison, assuming an hourly rate of $100 per hour and 

3,640 hours over 42 months, an outside firm would likely cost upwards of $350,000 for a similar 

work product and time commitment.  

 Another point to consider is control and accountability. The Town strongly believes that an in-

house employee would be easier to direct and supervise compared to an outside firm.  

 

The overall function of the Community Liaison would be to provide timely and accurate information to 

the public relative to the Project using a multitude of media sources and interpersonal communication. 

The Community Liaison would act as the chief liaison and provide timely and accurate information to 

the following constituencies:  

 

(1) Local, regional, state and national media; 

(2) Local and regional civic and not-for-profit organizations; 

(3) Local and regional business community and business groups; and  

(4) Interested and concerned residents and motorists. 



 

To meet these goals, the Community Liaison would develop and implement a multifaceted, 
comprehensive and coordinated public information campaign plan and respond to constituent inquiries. 
Duties could most easily be divided into three categories: (1) media relations; (2) constituent relations; 
and (3) information management. Below is a general list of proposed duties, by category.  The list does 
not constitute a full list of duties. 
 
MEDIA RELATIONS: Duties in this category involve managing the Project’s relationship with media, 
including print, radio, television and online sources.  They include: 

 Responding to local and regional media inquiries in a timely manner with accurate and easily 
understandable information. 

 Drafting and distributing press releases to local and regional media outlets (television, radio and 
print); communicating Project milestones/achievements and promoting the advantages of the 
Project; and sharing important information about the Project, such as schedules, detours and 
alternative routes, as well as road closures, if any.  

 Writing a short weekly column for the Addison Independent and the Eagle discussing work to be 
performed the following week and the percentage of the Project completed to date, as well as 
other op-ed columns. 

 
CONSTITUENT RELATIONS: Duties in this category involve building and maintaining relationships 
with local and regional businesses, surrounding communities, Town residents and the driving and 
walking public.  They include: 

 Organizing seminars and other public events to better educate the public about the Project and 
its benefits. 

 Responding to inquiries and complaints from residents and visitors through interpersonal 
communication and written correspondence and emails. 

 Responding to inquiries and complaints from local and area businesses; regularly attending 
Chamber of Commerce and Better Middlebury Partnership meetings and other business related 
meetings. 

 Building relationships proactively with local and area businesses to provide the appropriate forum 
to receive comments and exchange information, including routinely dropping into businesses to 
“see how things are going.”  

 Building coalitions with local and area not-for-profit groups, civic groups (such as Rotary and 
Lions Club), Town boards and commissions, including the Middlebury Selectboard. 

 
INFORMATION MANAGEMENT:  Duties in this category involve the dissemination of information to 
a variety of stakeholders through traditional and more technologically advanced means.  They include: 

 Providing real-time information to drivers, visitors, residents and the business community using 
social media such as Twitter, Facebook and Front Porch Forum, as well as text messaging and 
electronic mail.  Messages may include Project milestones and accomplishments, schedules and 
information on detours and alternative routes. 

 Photographing construction activities; publishing photographs to the Town website and various 
social media platforms; and providing photographs to media and other interested parties. 

 Editing and updating dedicated pages on Town’s website (www.middleburybridges.org ). 

 Creating and distributing publications related to the Project, such as brochures highlighting 
alternative routes. 



 

 Maintaining and promoting a Project-area web-camera that would be linked to Town website 
(www.middleburybridges.org ). 

 Preparing PowerPoint presentations using available information, such as photographs and 
schedules, and presenting to groups, such as Chamber of Commerce and civic clubs. 

 Regularly updating the regional public safety community (including Middlebury Police 
Department, Middlebury Fire Department, Middlebury Regional Emergency Medical Services and 
Vermont State Police) on the Project and its schedule. 

 Attending and participating in weekly Project meetings and using information gained to craft 

messages about the Project. 

 

Estimated Budget and Sources of Funding 

 

The Community Liaison would report to the Town Manager, Kathleen Ramsay. Salary range for the 

position would be at a rate of $23.00 to $25.00 per hour, with no benefits. The employment term would 

be for 42 months. The forty-two (42) month budget for the proposed position and project is as follows: 
 

Category 42 month 
Budget 
 

Notes 

Wages   $ 88,000   Based on 3,640 hours ($23.00 to $25.00/hour). 

Payroll Taxes   $   7,000 Based on rate of 7.65% of wages 

Workers Compensation 
Insurance   

$    1,500   Paid by Town of Middlebury. 

Unemployment Insurance   $    1,000 Paid by Town of Middlebury. 

PERSONNEL SUBTOTAL   $ 97,500  

   

Cellular telephone   $   2,100 Paid by Town of Middlebury. 

Laptop computer   $   1,000 Paid by Town of Middlebury. 

Travel expenses   $   1,000 Paid by Town of Middlebury.  

Office equipment and 
supplies   

$   1,000   
 

Paid by Town of Middlebury. 

Misc. Expenses   $   1,000   Paid by Town of Middlebury.  

Website and Social Media    $   2,000 Paid by Town of Middlebury.  

Postage $   2,000 Paid by Town of Middlebury. 

Position Recruitment $      500 Paid by Town of Middlebury. 

NON PERSONNEL TOTAL $ 10,600  

GRAND TOTAL $108,100  
 

The Community Liaison position would be an exempt salaried position, with a maximum of 3,640 hours 
over 42 months, with wages and payroll taxes, estimated at $95,000, paid by the FHWA.  

The Town of Middlebury’s proposal draws largely on successful project communication efforts developed 
by the Towns of Manchester and Waterbury, with guidance from VTrans and FHWA. 

 


