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MINUTES OF THE MEETING
CITY OF SANTA FE
SPECIAL FINANCE COMMITTEE
Wednesday, April 30, 2015

1, CALL TO ORDER

A Special Meeting of the City of Santa Fe Finance Committee, was reconvened by Chair
Carmichael A. Dominguez, at approximately 9:00 a.m., on Wednesday, April 30, 2015, in the Council
Chambers, City Hall, 200 Lincoln Avenue, Santa Fe, New Mexico.

2. ROLL CALL

MEMBERS PRESENT:
Carmichael A. Dominguez, Chair
Councilor Ronald S. Trujillo
Councilor Joseph M. Maestas
Councilor Signe . Lindell
Councilor Christopher M. Rivera

OTHER GOVERNING BODY PRESENT
Mayor Javier M. Gonzales
Councilor Peter Ives

OTHERS ATTENDING:

Brian K. Snyder, City Manager

Oscar S. Rodriguez, Finance Department

Yolanda Green, Finance Division

Elizabeth Martin for Melessia Helberg, Stenographer.

There wés a quorum of the membership in attendance for the conducting of official business.
NOTE: All items in the Committee packets for all agenda items are incorporated herewith to
these minutes by reference. The original Committee packet is on file in the Finance Department.
3. APPROVAL OF AGENDA

Chair Dominguez said the two Departments we didn't finish on Tuesday are Public Safety - Fire
and Police, and would like those to be first on the agenda before Community Development



MOTION: Councilor Trujillo moved, seconded by Councilor Maestas, to approve the agenda, as amended.

VOTE: The motion was approved unanimously on a voice vote.

4. = REVIEW OF INFORMATION REQUESTED FROM APRIL 28, 2015 MEETING

Mr. Rodriguez distributed copies of the Organizational Chart [Exhibit “2"] and a vacancy chart
[Exhibit “3"].

Responding to the Chair, Mr. Snyder said the 159 positions are a snapshot in time in March, noted
21 of the positions have been vacant for more than 24 months.

Councilor Lindell asked if the $1.5 million refers to the 21 positions.

Mr. Snyder said that is correct. He said they don't budget 100% of personnel costs for the City,
because no department has 100% of its budgeted positions filled. He said there is a vacancy credit of 4%,
-.and 96% of positions approved in the Org. Chart were funded. He said they looked at actual and scaled it
back to whatever was realistic for that department. He said vacancy savings is anything above and over
< that vacancy credit which already is applied.

Responding to the Chair, Mr. Snyder said the vacancy credlt was 4% across the board, although in
some departments that doesn’t make sense.

Chair Dominguez said then next year the budget will look a Iot different in terms of how many of
- these posmons are filled.

Mr. Snyder said no. It's making assumptions that there will be a certain number of positions
throughout the year that will be vacant, and we're not budgeting/funding those. Last year we funded 96%
of the personnel across the board, and this funding on department projections, trends, and past history.
He said if there are more vacancies than planned, that will be the vacancy savings realized. '

Mr. Rodriguez said in the BAR in the Budget Book, we are recommending that the Council
recognize those savings and transfer those funds to the ending balance. He said they are keeping track of
 these estimates in our monthly finance reports.

5. CONTINUATION OF REVIEW OF FISCAL YEAR 2015/2016 OPERATING BUDGET
A copy of City of Santa Fe Annual Operating Budget - Fiscal Year 2015-2016 City Manager's

Recommended Plan, is incorporated herewith to these minutes by reference as Exhibit “1." Copies are on
file in the Finance Director's Office.
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A copy of City of Santa Fe Organizational Chart FY 15/16, entered for the record by staff, is
incorporated herewith to these minutes as Exhibit “2."

A copy of “Vacancy Positions by Department, dated April 30, 2015, entered for the record by staff,
is incorporated herewith to these minutes as Exhibit “3.”

A copy of total positions by Department, entered for the record by staff, is incorporated herewith to
these minutes as Exhibit “4."

A copy of CIP projects by Department, entered for the record by staff, is incorporated herewith to
these minutes as Exhibit “5.”

A copy of Vacancy Percentages by Department, dated April 30, 2015, entered for the record by
staff, is incorporated herewith to these minutes as Exhibit “6."

A copy of FY 15-16 Budget Water Division, entered for the record by staff, is incorporated
herewith to these minutes as Exhibit 7."

A copy of Santa Fe Fire Department Finance Committee Budget Presentation, dated April 28,
2015, entered for the record by staff, is incorporated herewith to these minutes as Exhibit *8."

~ Acopy of the list of employees with the Water Division, entered for the record by staff, is
incorporated herewith to these minutes as Exhibit “9”

F.  EXPENDITURES
DEPARTMENT REVIEWS |
- 3. a  PUBLIC SAFETY

1)  FIRE

Mr. Rodriguez said some of you may know that the departments have many different funding
sources. The budget in the General Fund is not the only money they have to spend. The Fire Department
is one of those. You have a handout that shows all the resources they have. The General Fund is the
principal source of funding, the property tax is another. He said staff wants to ensure that you have the full
picture in terms of funding and permitted uses of those funds. He said they will show the same information
for all the departments. ’

Mayor Gonzales said if the funds are restricted to certain functions, there has to be personnel to
support the function, and if personnel have another function, how do you account for that.

Chief Litzenberg said none of our personnel are split among those funds, and reviewed the
breakout of funds in Exhibit “1." Please see Exhibit “1" for specifics of this presentation.
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Chair Dominguez said in some departments there is an allocation, and he would like to see that
detail for all departments.

Mayor Gonzales asked if there are FTEs paid from the State Fire Fund.
Chief Litzenberg said no employees are paid out of that fund.

Erik Litzenberg, Chief, Fire Department, reviewed the information in Exhibit “8.” Please see
Exhibit “8" for specifics of this presentation.

The Committee commented and asked questions as follows:

Chair Domlnguez asked if we know how much each fire call costs, and if S0, can we associate it
with the increased cost for the newly annexed area.

Chief Litzenberg said there are 2 ways to do that. One is to divide that number into the total items
related to the call. He said we could ask our billing company what we charge for a call. He said it's hard to
answer that question.

Chair Dominguez said he is curious as to what the cost will be for the increase in call volume
because of the annexation.

Mayor Gonzales asked the protocol for a response assummg it is non-fire related, in terms of
personnel and apparatus that shows up.

Chief Litzenberg said the 911 Dispatch Center is a regional center, and dispatches City and
County Sheriff. He said as far as EMS and Fire, we have a national agreed upon standard, which is a very
complex triage, a very complex matrix which is based on very standardized questions accepted
nationwide, and the end there will be an recommendation for what kind of apparatus and what number of
people should be sent.

Responding to the Mayor, Chief Litzenberg said everyone is medlcally trained in the event they
have to provide complex medical care, and second is lifting help.

Mayor Gonzales said he's more focused on the number of people that are responding to a call,
and less on the apparatus, and asked if there is a measurable cost to an engine respondmg VErsus an
ambulance responding where the delivery might be less.

Chief Litzenberg said obviously, the engine costs more. He said over the past 4 years they have

been putting more ambulances on the street, noting the majority of calls are for emergency medical
assistance.
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Mayor Gonzales said part of the national standard does not require an engine, commenting that
there is the issue of cost in terms of sending a fire engine versus a paramedic vehicle. He said it makes
sense to transition to more EMT units.

Councilor Rivera asked Chief Litzenberg to explain why it doesn't make sense to use a chase
vehicle instead of a fire engine to do this.

Chief Litzenberg said you need to keep in mind we cannot do away with our obligation to provide
fire response. He said one of the trends they have been pushing in union negotiations, and we are taking
steps to move forward, is the number of people by union contract who have to be on a fire engine and
putting them more into chase vehicles and ambulances to provide service. He said for years and years, at
the State and national level it was considered it was important for a fire response to get 3 or more people
on afire truck. In recent years they have started to take a step back from that. He said par’t of it is subject
to negotiations and union buy in.

Mayor Gonzales asked if it fair to say what is holding us up from going from a engine résponse to
a chase vehicle, is that the union contract has negotiated the type of apparatus that is used for response,
- and Chief Litzenberg said that is an accurate statement.

Mayor Gonzales asked if there is any leve! of direction or policy that the Council is-able to provide
that would create the parameters for negotiations. He said it makes sense if there is a true realized
savings or benefit, and there are real savings to invest in more FTEs or training, then it needs to be
evaluated, and doesn't know- we can do this in this budget. Or, can we begin to track all calls over the next

- year so we have a summary of the dlfference in costs to send an engine or a chase vehicle to a call.

Chief Litzenberg said this would be very difficult to do this in this budget cycle, commenting they
are in negotiations trying to change the union’s position. He believe they have had some success and they
are now moving in that direction, and as they move forward, he can provide analyses as we move forward.

Councilor Maestas said he is uneasy about not having a station in the newly annexation area,
noting the pre-annexation map showing the disbursal of calls. He said we really need to push for the
rescue vehicle to cut the response time until we build a new station. He thinks this is more urgent.

Chair Dominguez said the new program they are working on will have an |mpact on that as well,
commenting it is starting to come together.

Councilor Rivera noted the County has a Fire Station in the traditional Village of Agua Fria, and
asked if there is any sense of whether they will continue after the 5 year period.

Chief Litzenberg said we are going on the assumption they will maintain coverage in the traditional
Village of Agua Fria. He said he has talked to the County Fire Chief about some way to share the Station,
but the station is already in such condition that it does not have a lot of usable life left in it, as well as that
it's really not big enough to be shared.
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Councilor Rivera asked, in the long term, if it makes sense to built a $3.5 million Fire Station if they
are going to stay there long term.

Chief Litzenberg said “| think we have to build a station somewhere in that area.” He said he is
relatively sure that the career staff from the County will move out as we move in, noting this will leave us
with a volunteer station is relatively close to our Fire Station, and their Fire Station is now within the City
limits.

Councilor Rivera asked if the property has been secured, commenting we made a move at the end
of the year to do that, but hasn't heard anything.

Mr. Snyder said we have signed an agreement with the State Land Commissioner, and everything
we talked about several months ago has moved forward with the new Land Commissioner, as well as the
challenges with the grazing rights. The grazing rights have been removed from the City limits. The
resources and term has been negotiated by Matthew O'Reilly, with a lease agreement of $3,000 to $4,000,
with a one-time commitment of $1,000. We have acquired the land and they are continuing to work with
the Land Commissioner on other opportunities. ' '

Councilor Rivera said, with regard to ambulance billing, on page 34 of the Budget Book it says the
actual amount of revenue generated from ambulance fees is $3.5 million, and asked if that is different from
what Chief Litzenberg presented.

Mr. Rodriguez said he spoke with Chief Litzenberg about this number. He said it includes fees for
the year, and fees paid the previous years or are outstanding receivable from previous years. He sald
when auditors look at that, they say whatever comes is actual for that fiscal year.

Councilor Rivera asked if it is safe to say you'll have the same circumstance this year, and asked
the reason for estimating the lower amqunt, and asked if that is just to be safe.

-Mr. Rodriguez said yes, “It's just to be safe.” He said the one-time payments from two years ago is
part of what people owed, and we are treating it as a one time event. He said we are projecting a declining
trend in that revenue, with the thinking that the trend will hold for past due fees as well.

Councilor Rivera asked fhe collection rate.

~ Chief Litzenberg said it i is approximately 45% on average, although he doesn t have that
lnformatlon with him.

Councilor Rivera asked if there is a collection system to ensure all revenues are collected.

Chief Litzenberg said their collection is in line with what the City does. Itis soft collections. He
said when people owe us money, they write numerous letters, escalating in severity and after 3 letters then
stop contacting them.
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Councilor Rivera asked if the collection rate is 35-50%.
Chief Litzenberg said yes, and believes that is pretty much the national trend.

Councilor Rivera said on page 91 of the Budget Book he lists $1.28 million transfers out to other
funds and asked what is that for.

Chief Litzenberg said the majority is $1, 119,910 which is a transfer out to the RECC, so that only
leaves $100,000 or less.

Councilor Rivera why the transfer to the RECC.

Chief Litzenberg said, for whatever reason, that is the way the RECC has always been funded.

Cal Probasco said about 10 years ago, the RECC was taken over by the County. The Council
made a decision on an amount for RECC report for Fire and Police, noting the transfer is from the General

Fund to the Police Public Safety and the Fire Public Safety Funds.

Responding to Councilor Rivera, Mr. Probasco said it is a large portion of the revenue stream
going into the fund.

Councilor Rivera said, regarding the State Fire Fund and your current budget of $1.35, the
Department requests $635,000, and assumes that is a loan payment.

Chief Lrtzenberg said that was transferred into that fund for ladder trucks from the CIP transferred
-into that fund.

Councilor Rivera said then just some was just transferred out.

Chief Litzenberg said we only get $635,000 from the Fire Fund, so our budget for this year is
$635,000 which is what we get from the State, noting there won't be another $850,000 spent this year.

Councilor Trujillo said asked about the 7 vacancies shown.

Chief Litzenberg said he has no vacancies now, because they just started our academy, noting
they set the trigger point at 10 vacancies to make it cost effective to hold an academy.

Mr. Snyder said they have no vacancy, but that shows they are in the academy.

Councilor Trujillo said Chief Litzenberg commented that we have outstanding debt for ambulance
and after 3 letters are sent out we just let it slide, and not pursue it further.

Chief Litzenberg said that is correct.
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Councilor Trujillo asked the reason.

Chief Litzenberg said he believes that is the City’s collection stance, and that is what he has been
told to do.

Councilor Trujillo said better collections definitely could benefit the Fire Department.

Mr. Snyder said he appreciates that comment and we have had discussions about that, and we
have a soft collection policy. He said collections for parking are more severe, but we can look at changing
those policies if you would like to do so.

Councilor Trujillo asked if we go after any federal funding.

Chief Litzenberg said “we are incredibly aggressive in looking for outside grants and federal
grants.”

Councilor Trujillo said he wants to make sure as a City that all departments are looking for grants,
commenting that as a City we're not all that aggressive.

Mr. Rodriguez said one of the main reasons the financial policy is part of the Budget Book is so
you can give us clear policies on how to proceed. He said we can amend the portion about soft
collections, and make that part of the budget approval process.

Councilor Truijillo said he would like to have that discussion after the budget.

Chair Dominguez we can direct staff to come up with some language we can consider throughout
the course of the year, something with teeth. He said he always thought some of that revenue should be
built into the City Manager's contract that they actively and pro-actively develop their own administrative
policy to pursue and collect past due monies owed to the City.

Mr. Snyder said in the past there have been discussions about collecting all past due moneys, and
the challenge has been to find the balance between collecting revenues and being too harsh. He said he
W|I| deveIop language along those lines

Chair Dominguez said if the policy is in place and the City Manager isn't following the policy and
making those collectlons then there is a problem.

Councilor Ives said a great deal of the past dues may be due to indigency, and asked when
picking up indigent folks do we have the capacity to see if they quahfy for insurance or get them in a
position to charge the indigent fund.

Chief Litzenberg said we have a billing company who is doing their best to tap into indigent funds

and believes they already are doing their best. A large part of what we are trying to do is to get all
revenues. .
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Councilor Ives said at some point, but maybe not part of this budget cycle, he would like to know
within 30-60 days, what we have received from those funds and getting folks signed up.

Councilor Lindell page said on packet page 58 we show that in 2013/14 $3.5 million was received
in ambulance fees and in the current budget $2 million and asked the reason for the reduction.

Chief Litzenberg reiterated his previous answer to that questiony.
Councilor Lindell asked if we really did collect that amount in one budget year.

Chief Litzenberg said yes, noting the 45% rate of collection holds true collection holds true, noting
this was a one time event when people paid outstanding ambulance fees, and they aren't projecting that
collection again. .

Councilor Lindell said the past due amount is astounding. She feels there may be a lot of people
who know the City's soft policy on collections and may make a conscious decision not to pay. She thinks
this is something the Council needs to discuss in the future when the policy is brought forward to decide
what policy we really want to have on that, commenting they are leaving a lot of money on the table.

Councilor Lindell said on page 90, under FTEs i in account 1515 we have 84, and then 196 in
account 1516, and asked if this is correct.

Chief Litzenberg said, “Yes, what he provided in his presentation is correct, and he understand
.where we got the numbers. He said the Budget Book was assembled by Finance with numbers from the
City’s various sites. |t also counted the number of grant positions we have that are not being funded, so
-double-counted a number of positions. He said they went to restricted funding of key figures from the
previous year's budget, so a number of posntlons were double calculated.

Councilor Lindell said that isn't acceptable, because then we don't have true numbers.

Mr. Rodriguez sald “What we're showing you is what is in our records as of July 1, and ! wanted to
disclose this to you. He said we are likely to have this discussion.on each of the departments. He said
positions which have been vacant for a long time, and have existed but unfunded in years past, are still
being accounted for in the system, noting it is a rather antiquated system for accounting for these
positions. He said rather than to start to parcel those and give you a fixed number, we thought it would be
better to disclose to you what that figure is, so you have all that information.

Councilor Lindell understands the struggles, but what is in the Budget Book tells her that we're
going to have 12 additional FTEs in next year's budget that have been on this budget.

Mr. Rodriguez said, “We are only adding 2 FTEs."

Councilor Lindell said she gets that now, but her book says 12, and if she didn't ask the question
she wouldn't know it was only 2 FTEs. She said there are only two basic expansion requests in ITT and
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talking about an Assistant City Manager, and then you see this plus 12. And you go further in the book
and in Transportation it says they're giving up 40-50 positions. She said, “These are not real numbers, but
they're the numbers we were given. We need to have some way of knowing what the real numbers are.”

Mr. Rodriguez said he understands her frustration, commenting he has it as well. He said what
you see here is completely cleaning up all of those accounts so we have a clean count going forward. He
said we no longer are going to account for positions which have been explicitly defunded by the Council in
past years. He said that is what you're seeing here are all those numbers. He said, “That last numberis a
cleanup of that accounting. We thought we would err on the side, and just tell you what it was on July 1,
2014." He said he understands her confusion, commenting it is a confusing endeavor and we thought it
would be good for you to see our struggle with this.

Councilor Lindell said just showing this to us without a fairly detailed explanation does not serve
the departments well, because this is12 more FTEs than last year. She asked, “Chief do you think you're
getting 12 more FTEs than last year. Yes or no.”

Chief Litzenberg said, “No, we're getting 2 more positions.”

Councilor Lindell said this is problematic for here, but she really doesn’t know from the information
she has being given, what she is being asked to fund, and that's a problem. She said she thinks we need
to have a policy discussion about how to about collect outstanding fees in the future. '

Chair Dominguez said the shell game of FTEs, and how it's worked in the past has been very
confusing. His hope is that this starts to set the trend on the practice from this point forward. He said if we
are at the same place next year where this numbers game is going on, he thinks It WI|| raise a lot of
concerns.

Councilor Maestas thanked Chief Litzenberg for his presentation, saying it is very professional in
terms of honesty and frankness, and he appreciates it very much. He said his first concern is that we are
committing ourselves to a 5-year, fiscally constrained, capital improvement plan. He asked what plans we
have to begin dedicating programming to at least start the project development for Station 11, and do we
have any funds programmed in the budget. He said last year the First Department requested $500,000 to
start the project development process. He said we have 3 years, and asked how long we are to put off
initiating this major capital improvement project: He said he feels strongly we should program the funds
for prolect development in this budget, and asked Mr, Snyder to comment.

Mr. Snyder said it is not in this budget. It was requested last year and it was not approved by the
Council. He said the hope is that through capital planning, to include the Station and have that
conversation as a City-wide goal, reiterating there is no planning for this issue in this year's budget.

Councilor Maestas, “And | want to say for the record, Mr. Chair, | hate moving forward with project
development without having committed construction funds. We have been doing that in this City, but |
don't want that to be the case for the station. And so between now and the time we approve the final
budget, | am going to be laser focused on coming up with project development funds for projects like this,
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that we know we have to have in 3 years. And there's no guarantee we might have it constructed and
operational by 2018 to provide adequate coverage to the annexed areas, but | want to make sure we have
much better discipline in committing ourselves on a project development, design, construction traffic on
some of these capital project. | think we're got a $400,000 to $500,000 deficit right here in this Department
for project development for Station 11.”

Councilor Maestas continued, “The other issue | have is, | see there’s a plan to take out an NMFA
loan for the breathing apparatus. And based on the presentation from the Chief, this is apparatus that
can't be repaired, it's got to be replaced outright on the specific cycle. | was dismayed to see a loan taken
out for buses. And in my previous experience as a Mayor, to me, it's not a good practice where you take
out a loan whose term exceed the life cycle of the purchase. He asked if there is way to find other grant
money for the breathing apparatus instead of taking out an NMFA loan.”

Chief Litzenberg said the intent was to get a loan for something which usable life is longer than the
service of the loan, and they don't get a lot of Take out a loan whose term will far exceed the purchase

Councilor Maestas asked, regarding special events, if there is inconsistent accounting and
planning for special events. He said some feel it is part of the cost of doing business. He said in looking at
the trend and increasing call volumes there has to be a way for the sponsors to compensate, or for the
budget process to compensation all of the departs which support these special events and a policy with
real funding, planning and compensation to all of the support departments for special events. He realizes
they bring in money and are great for our economy, but there are inconsistent line items in the budget for
special events. He doesn't want to continue to over-taxing public safety for special events without some
~-.kind of budget and planning for special events. He will be pointing that out in moving forward.

Mr. Snyder said he agrees, but it is inconsistent for a reason. It is inconsistent because some fees
are waived, some fees are paid, and it depends on what department and what event as to what fees
actually pay for the cost of doing business. He said we spend hundreds of thousands of dollars supporting
these events and the cost is absorbed in the budget, noting we don't get paid for Zozobra. He said this is
the way we have been doing this, and we would continue to seek grant funding before we take out a loan.
He said our intent is that the usable life of the purchase will be longer than the term of the loan, reiterating
there is no consistent polity in this regard.

Councilor Maestas said we have good history on resources expended by various departments for
at least the recurring expenditures, and we need a policy for the funding and resources required for some
of these special events. '

Chair Dominguez said this isn't a new issue and has been raised in previous budget discussions
and throughout the years, He asked if it is easy to segregate the cost of these special events within each
department. For example, for Fiestas and other events, Fire and Police tell us the overtime will cost
because all hands are on deck. He asked if there is a way to segregate those costs, and if so, then we
can start putting that in our Budget Books so we have a clear understanding, and we know what it costs
and we are able to measure the positive impact ourselves.
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Mr. Snyder said it's not in our accounting system, but he will work on a spreadsheet containing that
information.

Chair Dominguez said the direction is for staff to start to parse those costs during the course of the
year, so next year we have a better idea, and create an accounting level. He thinks it would be beneficial
so we can start to measure the cost versus the impact ourselves — be able to measure the cost versus the
benefit. |

Mayor Gonzales said ultimately he wants to move to a budget process where the resources match
a stated outcome or goal. He asked Chief Litzenberg if, 5 years from now, was for the Fire Department to
be a high performing, innovative department, what would be the metrics established to be sure meet that
goal. He said it would help him to understand how this budget aligns with some of those metrics.

Chief Litzenberg said he thinks the primary matrix for us is the response time, saying the intent is
to get services provided in under 8 minutes on average, and said, “We would love to far exceed that, not
from a budgeting perspective, but from a performance perspective, are the absolute metrics that we would
hope to achieve.

MOTION: Councilor Rivera moved, seconded by second Councilor Trujillo, to approve the Fire Department
budget, as presented.

DISCUSSION: Councilor Maestas said he still feels this budget lacks adequate funding to begin the design
of Station 11, and will continue to try to get it added to the budget.

Councilor Rivera said we are approving the base budget. He asked if we wil have a dlscu33|on at a later
time about funding for CPI.

Chair Dominguez said, “Yes. That will be part of another discussion.”

~ Councilor Rivera said in the Organizational Chart handed out this moring [Exhibit “2"], on page 10, an
Assistant Fire Chief is highlighted in yellow., He said he believes this position was deleted several years
ago.

Chief Litzenberg said that position was removed several years ago.

Mr. Snyder said it was removed two years ago, and is unsure why it is in the Chart

Chair Dominguez said there is a motion, asking Mr. Snyder if he wants to send the charts back for staff to
make sure they are accurate. v

Councilor Maestas said for future planning, staff needs to let us know if we are on the hook for capital

expenses, and perhaps we should start the discussion with any relative changes which will impact the
budget with regard to our participation in the RECC.
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Mr. Rodriguez said we want to make sure that as you approve the budget you are approving the FTE
count, and this is part of cleaning up this record.

Councilor Rivera said there are 2 new positions in that count for specifically for CPI, and asked if that is
correct.

Mr. Rodriguez said, “To be clear, what you are approving is 194."
Councilor Rivera said then we are approving the base budget, and any expansion will be discussed later.
Chair Dominguez said the Committee wants to have a separate discussion on the expansions.

Mr. Snyder said this'is correct, and he will have the Organization Chart modified and brought back for
approval. - '

Councilor Maestas said he thinks it is good to see the call volume, but he wants to look at response time,
and that isn't an accepted metric in Public Safety. He wants to see response time tracked and report as a
metric for public safety, and he wants to see that in the future.
VOTE: The motion was approved unanimously on a voice vote.

Chair Dominguez thanked Chief Litzenberg for his presentation, noting we are way behind the
schedule, and he asked the departments to be as brief as possible.

2)  POLICE

Mario Salbidrez, Deputy Chief, Police Department, presented information from the Budget Book
[Exhibit “2"], page 87, noting there is no separate written presentation. Please see Exhibit “2," for specifics
of this presentation. '

The Committee asked questions and commented as follows:

Mayor Gonzales said he didn't see the year's accomplishments listed on page 87. He said there is
a request in this budget for lapel cameras, and asked if budget has been identified for a camera for every
Police Office.

Deputy Chief Salbidrez said there is internal funding to be able to purchase the majority of those
lapel cameras for officers. '

Mayor Gonzales asked if there is a request in next budget for the acquisition of more lapel
cameras.
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Deputy Chief Salbidrez said no, and they will utilize internal funding such as the Law Enforcement
Protection funding which is from the State to help fund those in the future.

Mayor Gonzales asked if the lapel cameras are operational right now.
Deputy Chief Salbidrez said not entirely, noting they are in the process of finalizing the funding.

Mayor Gonzales asked the expected date the officers will be wearing a camera that is recording
what is happening.

Deputy Chief Salbidrez said right now there is implementation for the Traffic and Bicycle units, and
they are testing several products. He said they have made a decision to go with the uniformity of Digital
Ally, Inc., which they have in units. He said they have purchased docking stations and tested 10 of the
cameras. He said they are now moving through the committees for approval to purchase lapel cameras to
outfit about 90% of patrol officers. He said for additional cameras, they will consider funding from the
LEPF for the upcoming year to go ahead with purchasing cameras to complete the outfitting of all units.

Mayor Gonzales asked the Deputy Chief to explain how the camera is activated and what it is
captured, if it is the latest technology and if it is subject to the officer actually starting the camera.

Deputy Chief Mario Salbidrez said the technology ties the lighting of the unit into the camera being -
worn by the officer, and as soon as they hit the lights on the unit it will activate the camera in the unit and
the camera being worn by the officer. If the officer activates the camera, it will activate the camera in the
unit as well. He said it will always be recording audio on the body camera.

- Mayor Gonzales asked if there are controls in place if it didn't happen to determine whether or not
a microphone s activated when there is a stop — how do we make sure of that.

_Deputy Chief Salbidrez said they don't have that linkage, but the redundancy of the unit in the car
and the one on the officer will increase capturing video in evidence.

Mayor Gonzales asked if the camera in the car is capturing the data and transmitting it to a central
data base. ' '

Deputy Chief Salbidrez said there is a wireless down feed into a ser\_/ice'system at the Police
Department to the docking station and it will be held in-house.

Mayor Gonzales asked if there is funding for training, particularly in areas of de-escalation and the -
ability to have the skill set to approach individuals who might be mentally ill that could cause harm to the
individual or to the officer. He asked if that is part of the normal training budget, asked what will be done
over the next year to make sure officers have that training.
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Deputy Chief Salbidrez said they have policies and procedures for lapel cameras, to make sure
the officers are operating the cameras appropriately and that they are turning on appropriately. The first
line supervisors will review the videos, and the officer will be subject to discipline if they aren’t meeting
standards. They use the Law Enforcement Protection Fund [LEPF] to fund supervisory training, and they
can hire outside contractors to help officers learn to deal with the mentally ill.

Mayor Gonzales he wants to make sure there are metrics in place in responding to a true crime,
and would like to know the response time. He said training is obviously a key component and wants to
make sure there are metrics in place for identifying and reducing property crimes. He would love for the
Committee to discuss the allocation of a pool to be used for bonuses to focus on recruitment for Santa
Feans to become police officers — whether that is housing or what — that allows a reward after a year.

Chair Dominguez said management has presented a balanced budget and we would have to take
into consideration of the source of funding, and staff could develop a policy on how to spend those funds,
He said at the least we create such a fund, so as we more forward if funds are available we can do that in
the upcoming budget year.

Mr. Snyder said a couple of years ago a relocation fund was set up for relocating officers as an
incentive for recruitment, and perhaps that fund could serve dual purposes.

Nancy Jimenez, Police Department said they included $50,000 in the proposed budget as an
incentive to help officers to relocate to Santa Fe. She said currently it is set up for a maximum of $2,000
per individual, for a maximum of $50,000 for the year. She said it is there and there is the possibility to

~adjust that fund to use part of the $50,000 for moving expenses and/or whatever policy you set up. She
said it may need to be negotiated through the POA contract in terms of incentives, depending on when it
~would paid out. The first year, the officers are not covered by the POA contract, but after that they are, so
there would be an issue of negotiation.

Chair Dominguez said the discussion has been duly noted.
Mr. Snyder said if it is the wish of the Finance Committee and the Governing Body, there is a
~ relocation policy previously approved by the Council, and they can provide the language for what can be

done for Finance Committee review.

Chair Dominguez said it needs to be part of the budget tb set aside the money targeting changing
the policy. ' '

Coungilor Lindell said on page 88 there is an increase from what the Departrhent requested for
administrative, and a decrease in the patrol division.

Ms. Jimenez said she can guesstimate it because there are vacancies so there was a difference in

the salaries, and because everything was grouped together it includes vehicle expense, noting there aren't
vehicle requests as frequently in administration.
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Mr. Probasco said one of the major items included in the original request for vehicles because of
stress and strain in the Police GRT fund where typically there are a large number of vehicles, plus an
adjustment in the General Fund. They moved to the vehicles and equipment to the special revenue fund,
so that is an adjustment of approximately $500,000. Also in administrative area they made an adjustment
in the jail expenditures. He said the $580,000 is the use of Correction Fee money in reserves. He said
there was use of reserves in both cases in the special revenue funds and will need to be replaced.

Councilor Lindell said on page 87 there is a reinstatement of the Domestic Violence Liaison and
the implementation of a second person, and asked if there is an expansion of FTEs in this budget.

Deputy Chief Salbidrez said they are not asking for expansion of FTEs.
Councilor Lindell said it looks like there are 2 new positions or a reshuffling, and a
reimplementation of the Intelligence Unit. She asked if people are being moved from one division to

another.

Deputy Chief Salbidrez said they are using current resources. He said one of the tasks given to
-him was to reimplement the Domestic Violence person.

Councilor Lindell said then we will have two people doing that.

Deputy Chief Salbidrez said that is correct.

Councilor Lindell asked if there is gang unit.

Deputy Chief Salbidrez said currently they have a Street Crimes Unit.

Councilor Lindell asked if it functions as a gang unit and Deputy Chief Salbidrez said it is part of it.

Councilor Rivera said it looks fike a straightforward budget. He asked if the transfer of funds is to
the RECC as well, similar to the transfer from Fire.

Mr. Probasco said years ago a decision was made administratively to transfer an amount to the
~ General Fund, roughly $70,000, to cover the impact of pay raises and it was approved after the budget
~ was developed. He said the RECC transfer is coming from the General Fund into the Special Revenue
- Fund for the same reason. .

Councilor Rivera asked about the Correction Fee Fund expenditures, and the reason that is less.
Ms. Jimenez said the $150,000 is about what they receive each year from Municipal Cdurt. She

said over the last several years, balances built up in the Correction Fee Fund that were not used. She said
last year we asked that the cash reserves be used, and the reason it increased to $309,000, noting that
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they use $148,000 to $150,000 to cover the increases last year. She said at this point, we will need to use
cash reserves from the fund for this year, noting she is projecting a shortage of $120,000. They will be
coming forward to ask to use cash reserves to cover the jail costs for the next few months.

Councilor Trujillo asked if the Police Department has any outstanding debts that haven't been
collected.

Deputy Chief Salbidrez said they do have a few from the STOP program, and the [inaudible]
program. He said their approach is to follow the City standard of soft collections.

Councilor Maestas said in the previous presentation from the Fire Department they were given call
volume statistics on a fiscal year basis with a geographic disbursal of the calls. He said it would be good to
have consistent statistics, at least in public safety, so we can get a sense for call volume. He said
yesterday the unions expressed concern about the increasing rate of call volume.

Councilor Maestas is concerned about Animal Control, noting they came to the Committee several
months ago with a compelling presentation, and it seemed like an emergency. However, he has heard
nothing since. He asked the Deputy Chief to address how they addressed the animal control demands.

Deputy Chief Salbidrez said as far as an emergency situation, it was presented to us that we were
not getting additional support for the annexed areas. He said they worked it out with the County under
Sheriff Garcia, and he has reaffirmed staff to assist. However, they are requesting a reclassification of two
positions to fill two Animal Services positions once they fully take possession of the newly annexed areas

-in 2015. :

Chair Dominguez asked if those positions are budgeted

Mr. Snyder said they are budgeted through the reclassification of two vacant positions, a similar
approach to a request 4-5 months ago not approved by Council, which will be brought forward.

Councilor Maestas said then there are 6 positions proposed, with 2 more which will be reclassified.

Deputy Chief Salbidrez said they currently have 7 positions, one supervnsor They will then be
reclassifying 2 additional positions. v

Councilor Maestas said he wants us to aggressively pursue the full deployment of lapel cameras.
He said there is a new legal issue of the video footage ~ is it public information or should it be edited prior
to release for public purposes. He wants to make sure we stay ahead of this emerging issue, noting there
is a video storage issue that needs to be resolved. He asked if we are sending raw footage from lapel
cameras to RECC, does the City lose control, for example. He said there has been public scrutiny in the
delay in releasing video from lapel cameras. He wants to develop a policy on management of the video
footage and what is considered public.
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Deputy Chief Salbidrez said he thinks the Mayor was asking if there was a connection between
front line officers and the RECC. He said they won't have direct access, and the data will be stored in
terminals at the RECC, and the recordings will be stored at the Police Department.

Councilor Maestas said he wants to know what is considered to be public information from a legal
standpoint.

Deputy Chief Salbidrez said they are following best practices established by the Attorney
General's Office. ‘

Councilor Maestas said he is concerned about the dependence of the Police Department on DNA
analysis by the Crime Lab. He said he has several constituents who spend months waiting for DNA
analysis. He asked what the City can do to clear the backlog for our cases. He said we are at the mercy
of the crime lab of another political entity. He wants to explore innovative financing to fund an FTE solely
dedicated to City of Santa Fe Cases. He doesn't favor jumping cases ahead of more violent crimes, but he
still wants to come up with a solution to our dependance on a crime laboratory managed by others. He
said his direction to staff to explore this issue to come up with some kind of solution, noting the wait has

. now gone from 6 months to a year. He asked how this delay is impacting cases.

Deputy Chief Salbidrez said the waiting time has increased, but there is a backlog State-wide. He
said we can work with the District Attorney to get a Court order to get results ASAP on a case-by-case
basis.

Councilor Maestas asked how many cases are pending DNA and fingerprint analysis by the Crime
“Lab. '

Deputy Chief Salbidrez said the Santa Fe Police Department has a backlog of 50-100 pending
cases, but he has no idea what that is State-wide.

Councilor Maestas said we need swift justice, and the crime lab issue is starting to impede the
pace of our investigations and we need innovative solutions to clear the backlog. He said his direction to
staff is for Chief Garcia to work with the City Manager, and to meet with the DPS Secretary to see if they
can come up with a solution,

Chair Dominguez reminded the Committee that this is a budget hearing and, although he.
understands the operations impact the budget, he would like the Committee to stay focused on the budget, -
commented that the issue is duly noted.

Councilor lves said on that point, he spoke with the Corrections Secretary Gregg Marcantel and he
is going to identify the issue to the Secretary of Public Safety, so hopefully. that did just happen. He is
happy to meet with the Secretary of Public Safety as well, and would encourage Chief Garcia to talk with
the Innovation Center on Cerrillos where they have a very modern lab facility. He said the alternative
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might be here in Santa Fe, although he doesn't if the equipment in the fab is capable of doing this kind of
work. He said it might be a way to promote additional business in Santa Fe and help the State Lab get its
backlog cleared.

Councilor Ives strongly supports some of the measures, specifically working with the mentally ill,
and the mitigation of use of force, and would love to hear more specific information outside of the hearing
in terms of what the Department is doing specifically, because it is the heart and soul of community
policing which he thinks needs to be the paradigm in Santa Fe. He said the City Manager's
recommendation is a 10:17 ratio of men to line officers and asked if that falls with the parameters you will
be considering in terms of right-sizing.

Mr. Rodriguez said, “No. He said a lot of the costs are common to the whole department”

Councilor Ives said, “That explains the difference, so are we right-sized, noting he saw no
evaluation in terms of the Department.”

Mr. Rodriguez no. The only baby step we took toward right-sizing is calculating the vacancy rate
more accurately, specifically to the Department, noting there would need to be an 8% cut in the budget.”

~ Councilor Ives said he appreciates that it will take, of course, several years to get to right-sizing.
However, he understood that we would begin to start to look at that during this budget cycle. He requested
that the City Manager direct that memorandum be written that talks about right-sizing that talks about
employees of comparable, complex, mumcupal organizations.
Mr. Snyder said one of the duties of the Deputy City Manager would be to focus on right-sizing.
Couanilor Ives said it is aggregated so you can't look at these numbers to understand that. He
doesn’t need the specifics until he knows the paradigm. He said we can start those discussions over the
-summer,

Ms. Jimenez said, regarding the personnel in administration, the estimate is a combination of
patrol and administrative.

- Chair Dominguez said with regard to the implementation of the suggestions in the Memo, that
might take some time.

Mr. Snyder said P_Feéuming the Deputy City Manager is approved, and hired by August 1, 2015, he
will report to the Governing Body in September 2015.

Councilor Ives asked if there are funds in the budget for some sort of mobile surveillance camera
unit.

Deputy Chief Salbidrez said they are in the final stages of putting that together.
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MOTION: Councilor Maestas moved, seconded by Councilor Trujillo, to approve the Police Department
budget, as presented with one amendment to include the reclassification of the two FTEs within the
Department to create two additional Animal Control Officers.

DISCUSSION: Councilor Lindell asked if the request is to create two additional FTE's.

Councilor Maestas reiterated that it is to reclassify two existing FTEs in the Department to Animal Control
Officers.

Councilor Lindell asked Deputy Chief Salbidrez if he agrees with that.
Deputy Chief Salbidrez said, “Absolutely.”

VOTE: The motion was approved unanimously on a voice vote.

1) CONVENTION & VISITORS BUREAU

Randy Randall, Director, Tourism Santa Fe Department, reviewed the budget mformatlon in the
.Budget Book. Please see Exhibit “1" for spemﬁcs of this presentation.

Mr. Randall sald a BAR will be coming before this Committee on Monday to move $1.189 million
into the Tourism Santa Fe budget to fund additional amounts of money next year going forward as follows:
add $300,000 to the Marketing Fund, operation of a Visitor's Center on the Plaza which requires 2
additional personnel; create an incentive pool for the sales people; an additional $1 million to cover the

- debt service that remains for the Convention Center; and creating an additional contract for Native
American Liaison from the Department to better leverage the value of our Native American community.

The Committee commented and asked questions as follows:
Mr. Rodriguez said Mr. Randall is referring to the $1.1 million which is a BAR that is going to
happen in this fiscal year. This recognizes the increase in revenue which we have been checking for
months — Lodgers’ Tax has come in a lot stronger than what was budgeted. He said on Monday, there will
be a BAR to recognize the addltlonal revenue with $500,000 to the Convention budget deficit of $750, OOO

Chair Dominguez asked how the budget will be impacted if the BAR isn't approved. |
| Mr. Randall said we are on track to bring in $9.1 million this year, and will continue to grow that
amount through the proper use of these funds, and we clearly will have another $9 million next year. He

said the BAR is a safety net for the additional amount they want to spend next year, commenting they are
going money that is earned next year.
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Chair Dominguez said he sees how the BAR would play out. He said in the Personnel Summary
they are going from 32 FTEs to 30 FTEs, and asked where we are “taking from to get to 30, and where you
are expanding 2.”

Mr. Randall said, “Those aren't my numbers, and aren't consistent with the old charts. He said
currently they have 29 FTE’s in the Department, and with the additional funding they would increase to 34
FTEs."

Mr. Rodriguez said the FTE counter in the City does this full time.

Mr. Rodriguez said, “What you see there is 30, is what | had that was funded. He said some
positions were double counted last year. We are trying to ciean up the number of positions.

Chair Dominguez asked if we will have a better count next year, and Mr. Rodriguez said yes.

Councilor Maestas said he doesn't understand how $1 million could not be incorporated into the
budget and asked if the BAR isn't approved for what other purposes the money can be used beside for
those being proposed in the BAR.

Mr. Probasco said the BAR recognizes that it already has been reported in the Monthly Financial
Report. ' ’

Councﬂor Maestas said he has a breakdown of some of.the requests in the BAR provided by Mr.

~Randall, and he can support some of those, and may not support others. He said a public transportation is
-~ one of the other authorized uses of Lodger's Tax. He said an increment of Lodger's Tax which specifically

_is.earmarked for the Convention Center. He is uncomfortable in moving forward without the BAR, and he
is a little upset that this budget does not include that $1 milion.

Mr. Randall the budget does include the additional $1 million. The basis of Lodgers’ Tax for this
year's budget for the total Department was $8 million, and for the proposed budget it is $9 million which is
based on the current income. He said this Department with proper management will continue grow,
commenting the additional funds are not a windfall, but earned through Lodgers' Tax, and you are getting a
$3 for every $1 that Lodgers’ Tax increases. The mission is to continue to spend Lodgers' Tax dollars
effectively grow the tourism business and the associated gross receipts.

Chair Dominguez said that isn't the point of contention, it's the process by which we will account
for the monies. He said we could ask them to give us the BAR before we approve this budget, so the BAR
goes forward with the budget. He said he is hearing from Councilor Maestas that there may be some
discussion about how that money will be spent.

Councilor Maestas said we need to break out the different sources of Lodgers' Tax that includes
the $1 million.
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Chair Dominguez asked what happens if the tourism economy completely goes away this year,
and we've tied our hands by approving this budget.

Mr. Randall said the fact is that the funds are there, because they were eamned this year. |f
tourism should go into the tank and not continue to earn the funds, their budget is different from other
budget in that the payroll represents 20 to 25% of budget, and contract services represent the lion’s share.
If funds are not available moving forward, we simply reduce the level of contract services. The marketing
budget can be reduced if funds aren't there to support it. And, if excess funds are that, it actually could be
increased. He said there is flexibility with the contract during the year and we're not stuck with it. He said
there is no reason in today's economy to even consider that tourism is going to be reduced, because it is
going to continue to grow. '

Chair Dominguez said he can debate that, and asked if we use these funds to reduce our debt.

Mr. Rodriguez said in the BAR it looked like Lodgers' Tax is getting bigger and bigger. He said
they are recommending that $500,000 of that be transferred to the Convention Center Fund, which is
$750,000 in deficit. The BAR amends this years budget, and is not part of next year's budget, and is to
recognize additional revenue in this year's budget. He said it is your decision as to how those monies will
‘be used this year. He said money will still flow into those coffers, and we're just recognizing that. He said
-we recommend that this year you put that money into a different source of funds, and it won't have a
material effect on next year. [f you do approve the BAR, then this is our recommendation, otherwise it will
not impact the operating budget.

Chair Dominguez said what he is hearing is if we want to give up the flexibility to spend the extra
$1 million that Lodgers’ Tax has generated, or give you the authority to do that. However, you feel that's
.. part of the challenge. He is unsure how to measure the return, but that's part of the challenge we have.

Mr. Randall said he would suggest that the return is measured by an 11% increase over the

~ previous year, and will continue, and when it doesn’t continue then we can bring in some other people to
help him do it right, He said we thinks we are doing it right currently, and currently they do support the
Transit Department with $300,000 and $275,000 goes to Police and Fire over time. He said in answer to
Councilor Maestas's question about the funds can be used, there is a certain amount that has to be used
in tourism and marketing and there is an opportunities to use other funds in tourism-type uses, but it has to
be tied to tourism. He said it's been proven in other communities that using additional funds to market the
community brings a bigger return than taking the funds away to support what could be considered as
tourism-related services. ‘ ' :

Chair Dominguez said members will be given first opportunity to speak and then other members of
the Governing Body ample time to ask questions as speak.

Councilor Rivera said it would be nice to have the same list as Cbuncilor Maestas that indicates
where the BAR is going fo be spent, commenting he seems to be the only person who has that.
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Mr. Rodriguez said staff didn't distribute the list to which Councilor Maestas is referring. It is on
Monday's agenda, and it you will see the BAR in great detail.

Councilor Rivera said then it is anticipated an additional $1 will be made every year, and we are
seeing it is either less than or more than the City Manager's recommended budget for the next fiscal year.

Mr. Randall said the way he reads it that it contains this year's revenues from parking to cover the
debt service which has been added to the approved budget, and next year it will be handled in a different
year. He said under Santa Fe Civic Center it is recommended at $8.203, so that accounts for $750,000 of
the revenues, the variance, which he believes was transferred from Parking to cover the debt service. He
understands that will be handled in a separate debt account. He said the numbers also have been inflated
through the transfers in and out, which “I have yet to fully understand, but they compound on themselves
as they are recorded.”

Mr. Randall continued showing an actual budget of $13,932, and in truth it is about $10 million in
expenditures.

Mr. Probasco said his only comment is the Lodgers’ Tax allocation of to all the pieces in the
current year is $8 million. He said the initial budget has increased to $9 million, and realistically, as the
~ trend continues we may a little shy in putting $9 to $9.2 million in there. '

Councilor Rivera said Mr. Rodriguez mentioned that the personnel summary had you at 30
positions, and you say it is about 34 positions, asking if those are expansion positions.

Mr. Randall said whether they are expansion or we take currently vacant positions and reclassify

- them, there will be 5 additional people in Tourism Santa Fe. That consists of one National Sales Manager
to expand our sales effort, a doubling of our custodial capacity from one to two for a 70,000 sg. ft. building,
and the two personnel that will be required to operate the visitors on the Plaza.

Councilor Rivera said he thinks there is a separate process for expansion items, noting this wasn't
listed as expansion items as a part of the original budget.

Mr. Snyder said it is not considered as an expansion with the original request. How, as he
expressed early, similarly he looks at tourism as being different from any other department from the City.
He said the budget already has been realized based on revenue received to date, and they are behind in
spending the revenues we're realized. He said, ‘I took the.approach that it is a different department with a
different look and feel and different funding source. That's the way | looked at it and didn't call it out as an
extension.”

Councilor Bushee arrived at the meeting

~ Councilor Rivera said he agrees with Councilor Maestas, and is uncomfortable in moving forward
with this budget until we clearly understand the funding.
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Councilor Lindell said she thinks an 11% increase is terrific, and congratulated them on bringing in
this additional revenue. She said she would say to her colieagues that she doesn't find this section any
more or less confusing than any other section of the Budget Book. She understands the funds are there
and we probably could cut back on contracts if necessary. She asked where the third visitor's center will
be on the Plaza.

Mr. Randall said it will be in the Plaza Galleria Building, the third space down on the right.

Responding to Councilor Lindell, Mr. Randall said the only time we ever had a visitors center on
the Plaza was during the construction of the Convention Center. He said they will evaluate keeping a
visitors center over time.

Councilor Lindell reiterated she is elated with the numbers, which shows the economy has taken a
move in the right direction, we have the right staff working together. She would be happy to move this
forward at this point.

Councilor Trujillo asked if part of the $1 million can be spent for Fire and Police apparatus.

Mr. Randall reiterated the expenditure of funds has to be tied directly tied to tourism, noting funds
“go for Police overtime for special events such as Fiestas, Indian Market, but not for the purchase of
equipment.

Councilor Trujillo asked if funds can be used by the Arts Commission.

Mr. Randall said the Arts-Commission gets 1 point of the 7 points of Lodgers’ Tax collected
currently, which is lncIuded in the proposed budget.

Councilor Bushee said she understand the idea that money spent for advertising and promotion
provides a better return for our dollars. She said we fought had to have the Convention & Visitors Center
to recognize that the community supports our visitors, particular for Transit. She wants to continue to
support the shuttles and special pickups. She understands they want to fund fire trucks and machines.
However, you do need to keep an open mind as far as the visitors experience also includes the Transit,
trails, and safety on the trails. She is grateful you are supporting the ski basin shuttle which is directly
related to tourism. She is unsure why the $1 million is in contention and the reason it's not discussed here
in the budget, the details of how that is expended.

. Mr. Randall said he did explain how it would be used, although he didn’t submit that in writing. He
talked about the support of tourism for Transit, noting he is working with Transit to repurpose the shuttle so
it does serve more of a tourist need. He said right now it is a helter scheduled program and even residents
don't know what it does, let alone our tourists.

Responding to Councilor Bushee, Mr. Randall said the service should be on a circular basis, and

they have a group to focus on that, and Transit and Tourism Santa Fe are working well together to get it
repurposed, and will be working on that next week. He said they understand these funds will come back to
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the City and can be used to address needs in the community. The current program provides funding for
the additional payroll for better services at the Convention Center to keep the facility clean and properly
maintained.

Councilor Bushee said she doesn't want him to think that the only way to promote Santa Fe is
through advertising, because it is their experience while they are here that will bring them back.

Mr. Randall said he agrees.
Councilor Bushee asked if we can get the details of the $1 million dollars.

Chair Dominguez said one of the options would be approve the budget, but that we get some of
those details before the budget is finally approved by the Council.

Councilor Ives said on page 97 of the Budget Book there are 4 line items for Lodgers’ Tax funds,
and the total Department request of $9,069, 683 and the City Manager's recommendation is $9,043.599.
He said we're talking about the additional revenue, and he believes the uptick is due, in large part, to the

.great job being done by the Tourism Department. It has the greatest possibility of putting us back to the
higher levels before the downturn. He said this drives retail in terms of people coming to Santa Fe, noting
~_retail is one of the two areas where we suffered our greatest loss in GRTs. He said it makes sense to
allow approval of the BAR so this department can continue its brilliant performance, because the work
being done is elevating the City's economy significantly. He asked the impact of tourism on Santa Fe.

Mr. Randall said it is in excess of $800 million.

Councilor Ives said he can't think of a better way to spend this money. He said, “ Lets not take a
high performer and slap their hands for being a high performer.” '

Councilor Rivera said he agrees with Councilor Ives that it is a high producing organization. He
reminded this Committee that the Water Company, also a special fund is doing well and that fund is being
recommended to balance the budget. He said, “So what applies here in my opinion should apply to the -
water company as well, as we move forward.”

MOTION: Councilor Lindell moved, seconded by Chair Dominguez, to approve the Convention and
Visitors Bureau budget as presented, conditioned on seeing the additional BAR at the Finance Committee
‘on Monday.

DISCUSSION: Councilor Maestas this is positive, great news,. However it is a curve ball in terms of
dealing with the $1 million. He said earmarks in the BAR were not incorporated into the budget, although
the revenues seem to be approved. There needs to be a level of comfort across the committee. He said
if the motion isn't approves, he is prepared to make an action to postpone to later today to give Randy time
to distribute information about the upcoming BAR.
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Chair Dominguez said as the second, he would ask the Maker of the motion to require them to bring that
information regardless of how the vote goes on the motion, and Councilor Lindell, as the second said that
was okay with her.

VOTE: The motion was approved on the following Roll Call vote:

For: Chair Dominguez, Councilor Lindell, Councilor Maestas, Councilor Rivera and Councilor
Trujlo.

Against: None.

2)  LANDUSE

Lisa Martinez, Director, Land Use Department, presented information from the Budget Book, on
the Land Use Department budget. Please see Exhibit “1" for specifics of this presentation.

The Governing Body commented and asked questions as follows:

Mayor Gonzales congratulated Ms Martinez on a great job. He said as the workload continues to
increase he would like to see technology in place to allow for easier processing. He said there are a lot of
years of tenure among the Land Use staff. He said it seems people are at the top and are unable to go
beyond that and have to wait for a cost of living increase. He asked if there are funds in the budget to
develop/create incentives to employees to built a skill set to move into other positions and a different wage
scale, stating for example the employees at the front desk.

Ms. Martinez said she agrees and they are working on establishing a tier system, commenting it is
important to create a career path, noting they are working on establishing a tier system. They wil hire
individuals with certain level of expertise, and if they get a new certification, they can move up to another
tier. She said that would be 10% increase, with 5 tiers.

Maydr Gonzales asked if there is a Director's position that is vacant in the Historic Preservation
Division, noting he has received a request from the historic community to fill that position. He asked the
plan in that regard.

v Ms. Martinez said currently we do not have a Division Director. They do have a Senior Manager
position which is filled currently. She said only 3 of the 5 divisions have directors. She said they would like
to move in this direction, but wants to be sure have the funding to do that. She will work with the City
Manager to see about reclassifying some of the positions into division directors.

Mayor Gonzales said he understands the challenges. However, without a named director there is
a concem that preservation isn't as much a priority as it should be. He would like to work on a plan to get
those positions filled and/or to reclassify positions so there is a clear director or leader of preservation in
name and in title that sends a strong message to the community that it is a priority for the City.
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Councilor Maestas said he recalls there is a partial waiver on impact fees which will expire in
February 2016, and asked the revenue projections include additional revenues subject to the lifting of the
partial waiver.

Ms. Martinez said the impact fees are collected by the City and are used by others, noting the
expenditures are restricted by State Statute to specific projects and administered by the Public Works
Department.

Mr. Rodriguez said we have put aside all of the CIP policy/budget decisions so you can see all that
together — revenues and expenditures and all of the projects proposed.

Councilor Maestas asked if all revenues are earmarked for capital.
Ms. Martinez said that is her understanding.

Councilor Maestas said perhaps we should revisit that issue, and what can be allocated to
LandUse.

Councilor Lindell said currently we are at 47 FTEs and will be at 47 next year.
Ms. Martinez said that is correct.

Councilor Lindell said then we staying the same and we are having a salary, wage and benefit
increase of $181,000.

Ms. Martinez said that is correct, per the City Manager recommendation.

Councilor Lindell, referring to the first page of the Memo under specific priorities and goals, asked
Ms. Martinez if she is recommending that we bring long term planning back into Land Use.

Ms. Martinez said not at this point but they are working more closely with economic development
and staff to talk about amendments to the General Plan they would like to see done. She said this hasn't
been discussed in detail but they are collaborating more closely. '

Councilor Lindell Ms. Martinez if she would be opposed to seeing that kind of organizational shit.

Ms. Martinez said no, and befieves that ties into what they do.

Councilor Lindell said she wants the policymakers to pursue that conversation, and seems it would
be good to have Long Range Planning to be in the Land Use Department, and asked if she would be

willing fo have some consideration on that.

Ms. Martinez said yes, absolutely.

Pl
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Chair Dominguez said that would be an interesting conversation to have, because Long Range
Planning is going to be more than that. He has seen various versions of the organization, and thinks it is
worthy of discussion. He doesn't think we're ready to do that part quite yet.

Councilor Rivera asked regarding the $181,000 for salaries, wages and benefits, with no increase
in personnel, how are those funds going to be use.

Mr. Snyder said that is the vacancy savings calculation credits.
Councilor RiVera asked if this is for health benefits, and asked that total.
Mr. Rodriguez said he will have to get that information.

Councilor Rivera asked if there are planned increases for non union personnel, even after the
Resolution he introduced last night.

Mr. Snyder said there are no increases in this department or any other department for non-union
personnel in any departments across the City.

Councilor Ives asked in terms of the specific priorities and goals set out in bullets in the
Memorandum, what are the costs and efficiencies the Department can realize as the result of being able to
put in systems that would satisfy what she is looking to do there. '

Ms. Martinez said at this point these are priorities and goals that have been established for the
Department, but they don’t have costs since they are in the very preliminary stage. They are working with
[ITT to see what options are available, and they will evaluate the best way to proceed over the next year.

Councilor Ives said there was an expansion request in last year's Budget for Land Use in the
amount of $275,000 to $285,000 for upgrades to IT systems within Land Use, which he things would
deliver some of the functionality she is talking about here and asked if those are no longer relevant.

Ms. Martinez said they absolutely aré relevant. She had a demonstration yesterday from a
company that provides some of the services they are looking for, which would cost around $10,000. And
they are hoping to tap into the money from last year to buy this. :

Councilors Ives said about $750,000 was allocated from CIP for IT, and asked if those are the
funds she is thinking of tapping to upgrade the IT systems, and Ms. Martinez said yes. -

Councilor Ives asked if that will be sufficient funds to get done what she would Iiké to get done.

Ms. Martinez said it is a good starting point.
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Councilor Ives said we have been looking at these issues for several years, and he appreciates
good planning, but we now need to pull the trigger and do something to get the systems in place to be
more efficient and more responsive to the building community in terms of processing permits and
applications. He said he was hopeful that in this budget cycle we might be able to accomplish that, but
presumes that won't happen, based on the CIP funding. He said he continues to experience a high level
of frustration in hearing about the continuing problems and actual dollars being allocated for what we need,
but not seeing those figures in the budgets. He said these are fundamental parts of what we need to be
doing in our budgeting process. He said we are losing time on this, and asked to be kept updated in this
regard.

Ms. Martinez said she shares his frustration. She said a couple of months ago they went for
training and visited the Clark County Building Department, which is a premier department across the
country. She said they told us about what works and what does not. She said they are back tracking a bit
to think about that carefully.

Councilor Ives said he appreciates that, but he doesn't see the funding in the budget to move us
into the future, commenting if there is no money it won't be happening. He said he is ready to advocate for
funding when she is ready to move forward.

Councilor Bushee said she had a meetmg with your nelghborhood planmng and advocacy, and
she doesn't see that happening now.

Ms. Martinez said they are just starting to get there, noting they just hired a neighborhood planner.
She has been working closely with Councilor lves on new initiatives, and has been meetmg with
neighborhood groups, so the work is coming.

Councilor Bushee asked if the new neighborhood planner is interested in doing some
neighborhood planning.

Ms.. Martinez said, “He is absolutely interested.”
Councilor Bushee would like to have some indication of how we can frack this — what has
happened, what neighborhoods are being helped, how he is collaborating with the Neighborhood Network..

She said some constituents are concerned about this, and she wants some statements on social media.

MOTION: Councilor Maestas moved, seconded by Councilor Rivera, to approve the Land Use
Department budget as presented.

VOTE: The motion was approved unanimously on a voice vote.

Lunch break: 12:40 p.m. to 1:20 p.m.
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3) HOUSING AND COMMUNITY DEVELOPMENT

Kate Noble, Interim Director, Housing and Community Development Department, presented
information regarding the budget from the Budget Book. Please see Exhibit “1,” for specifics of this

presentation.

Chair Dominguez said it looks like we will not get through the entire agenda today, and he
has asked the City Manager to work with staff to finalize the budget at the next Finance Committee
meeting.

The Committee commented and asked questions as follows:

Chair Dominguez said on the expenditure summary there is College of Santa Fe Operating, Debt
and Utilities, and there is no revenue. He asked about the $82 for utilities.

Mr. Rodriguez said the way we get these numbers is after we have gone back and forth and then
we load them into the system, and this is the reason sometimes we get these small numbers.

Chair Dominguez asked with regards to the debt we owe, when is that scheduled to be paid.

Mr. Rodriguez said there is a schedule in the budget under fund summaries, noting that is a
compliance contract.

Chair Dominguez asked what happens if we don't pay them.

Mr. Rodriguez said special revenues, there is a debt service schedule, on page 81. He said you
have all the debts we have and what is due and when.

Chair Dominguez said then that is expected to be paid off in 2016.

Mr. Rodriguez said no, it is much longer than that, and itis in the year 2036. He said a number of
years ago, the City bought the school to allow it to continue, and is leasing it back to an operator.

Mé. Noble said it is the debt service on the revenue bond and it is funded by the lease payment,
Chair Dominguez asked what is the agreement with them regarding our revenue.

Ms. Noble said our revenue is approximately $100,000 over the annual debt service. She said
they currently are doing some work to establish intent around the $100,000.

Councilor Bushee asked if they ever are going to want to purchase the land.

Ms. Noble said there are provisions in the deal to encourage the purchase option.
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Councilor Bushee asked if they are keeping up with the student population.
Ms. Noble it doesn't seem so, but she can't speak with great accuracy to that.
Councilor Bushee asked if we pay someone to managing that.

[Ms. Noble's remarks here are inaudible]

Councilor Bushee would like an item on the next Public Works Committee meeting about the
Santa Fe University of Art and Design.

Councilor Rivera said in the second paragraph she talks about rolling out the Office of Business
Development, and asked if that is an expansion or a change to the Organizational Chart and if that has
been approved.

Ms. Noble said it is a redirection of some staff time to focus more on the current and existing
businesses in Santa Fe, and a rebranding, with more staff time allocated to it to be sure we are going a
better job of reaching out to existing businesses and making them aware of the business development
resources out there. '

CbunCiIor Rivera said t'he FTEs requeste’d are decreased by 5 positions.

Mr. Rodriguez said he has asked Vince to prepare a table showing the discrepancy numbers,
which was provided to the Committee [Exhibit “4"]. He said a number of positions were double counted
last year.

Councilor Rivera said salary, wages and benefits are increasing again for 14 positions, and he was
told it is because of vacancy credlts/savmgs but there are no vacancues shown on the Organizational
Chart.

Mr. Rodriguez said in 2014/2015 we went 4% across the Board on some cases in these funds, but
~ we didn’t do that this year, and the number for 2014/2015 is “more actual as to what they have.’

Councilor Rivera thanked him for the response, but he wanted an answer from Brian because
there is no vacancy savings in community services.

Mr. Snyder said on the vacancy savings summary sheet we gave you, there was no vacancy
savings in Economic Development, so it is zero. He said last year, it was 4% across the Board.

Councilor Rivera asked why there would be an increase in salary, wages and benefits of $400,000
if there were no associated salary savings.
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Mr. Snyder said previously, Nick Schiavo was the Energy Specialist, and Ms. Noble was funded
50% from utilities, but that is no longer the case. He said this is the first year we're correcting that.

Responding to Councilor Rivera, Chair Dominguez said it is where the monies were coming from
before are a lot different from what is being presented here. He said the $1.7 million for salaries is truly
reflective of this budget, and there is no pulling from other departments to make up the salary and benefits.

Councilor Rivera said he understands, but it is the amount that does not make sense.

Mr. Rodriguez said there are two contributing factors. One is the 50% cost is now being seen
directly, and the second is that last year their personnel budget was cut by 4% due to the vacancy credit.
So they were not cut by that amount, and this year they are funded at a 0% vacancy assumption, and the
reason it appears it increased, when in reality they now are getting 100% funding for personnel plus 150%
of [inaudible] salary. -

Councilor Rivera said it is much more extreme in other departments than in this one, and “I can't
put my finger on what is happening, but it's making me a little uncomfortable.”

Councilor Rivera asked what is the funding for Shelter Plus Care.

Ms. Noble said this is for transitional funding to move people from homelessness into housing,
noting these funds come from HUD and it is basically pass-through funding.

Councilor Trujillo said he had the same questions, which have been answered.

Councilor Maestas said a few months ago we approved a BAR to transfer proceeds from a land
sale to Economic Development, and the budget was already drawn down. We had a discussion about
~approving a budget before we had the revenues, and asked if Economic Development is still run that way.

Ms. Noble said in part that is correct. They have other small sources'of revenue and fransfer of
the difference from reserves to Economic Development.

Councilor Maestas asked i thought has been giving to having a minimum reserve level equivalent
to the operating budget for Economic Development, instead of approving a budget before the revenues are
realized. '

Ms. Noble said she can't speak to the policy but at this stage the reserves are roughly 3 years of
the budget. She said as the asset development offices gets going, it increases the reserve, so it extends
that fund. ’ '

Councilor Maestas said the reserves would be in the Economic Development Fund 2117, and
asked where that is shown.
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Ms. Noble said those are the Tierra Contenta fund, which is part of the BAR you just referenced,
and we transferred some of those funds this year for the 2015/2016 budget.

Councilor Maestas asked if we have information on the Tierra Contenta reserves.

Ms. Noble said she can provide that information, noting there is a balance of $1 million in
Economic Development and $100,000 in the Federal Housing portion, noting the fee from sales is split.
She said this will affect the BAR this fiscal year but not for 2015/2016, noting a portion is for the Incubator’s
mortgage. '

Councilor Maestas said it seems like a bail out.

Ms. Noble said there also were revenues from different land sales, including Monte Serrano. She
said the BAR was to buy out the incubator mortgage and to pay for the incubator services contract. She
said funds from other land sales go into the Economic Development Fund as well.

Mr. Rodriguez said the issue is that the Economic Development Fund is being funded by one-time
money, and he guesses this is one of the bridging strategies that is done. He said they open in the next
few years to correct this and get it more on a current revenue operation situation. He said the BAR you
saw several weeks ago, that deficit balance had been running for years.

v Councilor Maestas said he wants to revisit the policy and factor in some kind of better reserves so
the budget has long term stability insteadA of relying on land sales and sporadic, one-time revenues.

Chair Dominguez said on page 32 of the Budget Book there is a performance and fund and asked
what the revenue referenced by Councilor Maestas would be.

Andy Hopkins said land sales revenues are reported under miscellaneous revenues, saying that is
noted at the bottom, and it is seen as transfers into Economic Development. Itis collected in the Tierra
Contenta Land Sale Fund 2512, and then transferred to the Economic Development Fund 2117.

Chair Dominguez said on the spreadsheet, the footnote indicates it is revenue for the Landfill.

Mr. Hopkins said that is correct, and it is lumped in with other revenues which also includes the
“MRC rock sales and all kinds of stuff.”

Chair Dominguez the footnote talks about advertising revenue.

Mr. Hopkins said it includes the GCC and bits elsewhere.

Councilor Rivera said he was just told that the increase in salaries wages\ and benefits was to
make up for emergencies for last year, and you are including those positions in this fiscal year and the

reason for the increase of $400,000. He said last year's Organizational Chart and approved budget is
exactly the same as last year, with no vacancies.
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Mr. Snyder said there was a 4% vacancy credit across the board, and this year it is zero. Mr.
Snyder reiterated his explanation with regard to vacancy credits and vacancy savings.

Mr. Snyder said last year the vacancy credit for Economic Development was 4%, so we balanced
96% of the vacancy credit. Right sizing this year. We budgeted 100% of positions.

Councilor Rivera asked if other credits came here last year for you to balance.

Mr. Rodriguez said last year they did 4% cut over everyone s budget. This year there was no
vacancy cut.

Councilor Rivera said that still does not amount to $400,000. He is having a difficult time of
determining how you made this work, and.

Mr. Rodriguez it is new in a sense. We fried to estimate how many vacancies everyone would
have.

Councilor Rivera even at 4% that is only $68,000.

Mr. Snyder said, “So you have that, 50% of Kate's salary and then benefits on top of that. So the
numbers before you right now, we believe are real numbers, calculated based on real people, real
positions and real benefits. Those are the numbers we believe are real across the City.”

Mr. Rodriguez said he will provide their calculations so you can see exaetly where we got that.

Councilor Rivera said he will have to sit with Oscar and Brian, along with Councilor Lindell at a
separate time to try to understand the numbers. :

Chair Dominguez said there needs to be a definition in the glossary of terms, vacancy savings
versus a vacancy credit.

Mr. Rodriguez said perhaps we should use a new term — vacancy cut instead of vacancy credit.

Chair Dominguez said it is the difference between people and positions, and there is a little
crossover and confusion going on. Itis a new concept and we are learning as we go.

Councilor Bushee how the Sunday operations for the Southside Library are working.
- Chair Dominguez said that is in another budget.

Councilor Bushee asked if the new Office of Business Development is a way to generate a more
sustainable source of revenue for Economic Development.
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Ms. Noble said they have been working on revenue options that they hope to bring to this
Committee, noting the work being done by the asset development office is their best source of funds.

Councilor Bushee asked where is that in this budget.
Mr. Rodriguez said it is in the Fund Summary.

Ms. Noble noted the only ongoing source of revenue is its GRT share shown on page 70, estimate
at $440,300 for FY 15/16.

Councilor Bushee said she said she has no way to compare the staffing levels in the contracts and
that you have been helping to create jobs in the community. She asked if there is some analysis to let us
know what is beneficial. '

Ms. Noble said they have an annual report which is updated at the close of this fiscal year which
tracks all of the outcomes. They also have established key community indicators. She said they can track
outcomes and they are doing that, noting the data has become increasingly accurate. They will be
launching Data Dashboard in the new fiscal year, which has 10 key statistics they would be looking at year
after year to track the progress.

Councilor Bushee asked if it is the same for affordable housing, noting we lost track of the.
Affordable Housing Roundtable and its work, and we need it.

Ms. .Noble said they we tracking basic statistics of the price of a home as compared to income.
They also are tracking the program outcome for down-payment assistance, rental vouchers through their
programs at various levels of median incomes. She is hoping that we can be innovative in keeping up
with affordable housing, because of the increasing need in the community.

Councilor Bushee asked if the vouchers are going away for Section 8 housing.

Alexandra Ladd said the public housing budgets are not increasing but one source of funding is
vouchers for veterans which is a sizable chunk of money. The continuum of health care fund has steadily
increased that through the years with HUD funding.

Councilor Bushee asked Ms. Noble if she is collaborating with Santa Fe County.

Ms. Noble said there is a high level of collaboration with the County, noting they worked together
on the incubator and film and others, commenting they are very happy about the level of collaboration.

Councilor Bushee asked if the County is expending some money.

Ms. Noble said they are expending some money, but the City is spending more money.
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Councilor Bushee asked Ms. Noble if she is still the Interim Director, and Ms. Noble said yes.

Councilor Bushee and asked the reason she is still titled as the Interim Director, and Mr. Snyder
said it is because he has not filled the position permanently.

Councilor Bushee asked how long she has been the Interim Director.
Ms. Noble said it will be two years in June.
Councilor Bushee asked Mr. Snyder if he has a rationale for his answer.

Mr. Snyder said he started in June 2 years ago, and doesn't feel comfortable discussing that right
now. ,

Councilor lves asked if her department needs any software or anything else that would allow it to
be efficient and allow her to do the business she is doing better.

Ms. Noble said the IT needs are well served and simple, although they would benefit for better
data being collected through the business license process noting there is a group looking at solutions to
their needs.

Councilor Ives said as part of right sizing government, does she have the staff in the Economic
Development vein that you need to do the job that you want to do, and does she know what other cities
look like in this regard.

Ms. Noble said it is a difficult question to answer. They have looked at other cities, and it really
- depends on the City's economic development program, and with more staff and investment they would

move faster. She said they have a work load that we can manage and we work hard to keep up with that,
but she could always do more with more.

MOTION Councilor Maestas moved, seconded by Councilor Truullo to approve the Community
Development budget as presented.

VOTE: The motion was approved unanimously on a voice vote.

4 COMMUNITY SERVICES
Isaac Pino, Director, Public Works Department, introduced the management team which he
asked to join him Mr. Pino presented from the Budget Book regarding the budget of his Department.
Please see Exhibit 1, for specifics of this presentation.

Mr. Pino said last year they delivered more than 700,000 customer services touches at the library,
350,000 touches through Transportation, and 100 touches through the after-school program and
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[inaudible] program, for a little more than 1.1 million touches to the public. He said unlike other
Departments, this department does have to have a real passion for caring and compassion.

The Committee commented and asked questions as follows:

Chair Dominguez said there are no enterprises and it is all General Fund, and the revenue is from
grants, registration fees from programs, City Library fees, so the General Fund is funding 61% of its
operations..

Chair Dominguez said it is hard to put a number to the value you experience, for example, at a
Senior Center.

Mr., Pino said there are about 1 million people that benefit from the services provided by the City.

Councilor Trujillo said he wants to know if we are serving the Seniors through out programs as well
as we could. '

Mr. Pino said he doesn't know of any senior who wants services who “goes wanting.” He said we
do have 4 satellite senior centers, but are not City owned centers. ‘

Councilor Pino said he believes we are keeping up with the demand, but could do more with more
resources. ' ' '

Councilor Maestas asked Rodriguez where in the Budget Book are the are the gross receipts tax
revenue projections for next year and asked his assumption in terms of growth and gross receipts taxes..

Mr. Rodriguez said they are in the Budget book in several Io’catllons the All Fund Summaries, and
the General Fund gross receipts funds. He said the basic assumptions used in revenue prolectlons was
1% % growth, less the $700,000 in the first year of the sunset of “Hold Harmless." :

‘Councilor Maestas asked why the Hold Harmless impact is fixed, and asked if that number
shouldn't increase. He asked the reason an increase is factored in.

Mr. Rodriguez said it is because of the Southside Library. He said his revenue assumptions was
1% % growth minus the $700,000. He said most of the “Hold Harmless" decrease was put in the General
Fund.

Councilor Maestas said the 1 %% assumption in overall growth should offset the $670,000 for the
Hold Harmless, but we continue to show an increase.

Mr .Probasco said you are looking at an operating summary from the ¥z % from the CIP GRT
Fund, so a transfer was needed to sustain the Southside Library operating expense.
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Councilor Maestas said then that transfer is fixed and it isn’t a percentage of something.

Mr. Probasco said it is subject to adjustment as needed, but there is very tight control of the
expenditures at the Southside Library.

Councilor Lindell asked if the actual positions for the Library next year are 240.

Mr. Pino said there are now 59 full time FTEs and 181 part time temporary FTEs, and that includes
all the kids and personnel in the Summer Youth Programs, which is a total of 240.

Councilor Lindell noted an increase of $400,000 in salary and benefits, which seems like a lot of
money.

Mr. Rodriguez said this is same conversation we had earlier with the other department. This
- Department cut services last year, but not so much this year, plus the insurance benefit increase of about
8%. He said he will provide the calculations to her.

Chair Dominguez asked Mr. Snyder to ask for staff to provide a written explanation because the
same question keeps coming up with every department, noting he would like numbers as well. He thinks it
would be helpful for the Committee to have that.

MOTION: Councilor Trujillo moved, seconded by Councilor Lindell, to approve the budget for the Public
Works Department as presented.

DISCUSSION: Chair Domi_nguez told them to keep up the good work.

VOTE: The motion was approved unanimously on a voice vote.
10:00 AM. - 10:15 AM. - BREAK

10:15 a.m, to 12:00 noon DEPARTMENT REVIEWS
b) - CITY SERVICES
Chair Dominguez combined Transit and Airport for purpose of presentation and discussion.
1) TRANSIT D‘IVISION .
2) AIRPORT DIVISION

Jon Bulthuis, Direcfor, Transportation Department, presented information regarding the Transit
and Airport budgets. Please see Exhibit “1" for specifics of this presentation.
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The Committee commented and asked questions as follows:

Chair Dominguez said the CVB notes that some of the Lodgers’ Tax goes to Transportation and
asked the specific use of those funds.

Mr. Bulthuis said there is a $300,000 transfer of OTAB funds to Transit. He said the question of
use has been debated and discussed over the past 6 months. He said where we are currently with that is
the operations of the Santa Fe Pickup will be utilizing that fund, and the services of Santa Fe Pickup would
be limited by that dollar amount, so there is a connection between a service that benefits tourists who pay
that tax, noting the service now includes Museum Hill. He said previously, that was funded through the
Regional Transit District (RTD). In the coming year, the OTAB money will be tied directly to the Santa Fe
Pickup Service. :

Chair Dominguez asked if some of the debt service for Transit is paid for revenue sources from
fees and such - are you getting grant funds to pay some of that debt service.

Mr. Bulthuis said they could use federal grant funds to pay down the debt service, but based on
the level of service provide, we are in an overmatch situation, which doesn't make a lot of difference. He
said we are doing everything we can to lobby U.S. Congress and the State Legislature to find funding
‘sources on line, but that hasn't happened, noting we are in the process of paying down the debt for buses

| Chair Dominguez said this is a good example of things that happen on the local Ievel as the result
of what happens in Washington.

Councilor Maestas noted the current allocation of the 1/4% GRT is about $7.8 million, which is to

- be allocated among bus systems, quality of life and revenue loss. He said he has Ieglslat|on coming
forward about how to allocate the GRTs, because the way the legislation reads is that the public
transportation system has the first priority for the 1/4%, and what isn't requested or justified in terms of
need from public transportation, then it is allocated for Quality of Life programs, and the balance goes to
the General Fund. He thinks there needs to be a separate process for that. He said the “historical
allocation seems to be the accepted standard. He reiterated his concemn for the 10-12 year loan we took
from MFA for rolling stock with a life far short of the term of the loan, noting a 10-12 year loan seems to be
standard.

Commissioner Maestas said we havé accepted doing bus'iness this way, and we use it again as a
shell game. He will be coming forward with that legislation, but he knows the needs of public transition
aren't being met

Chair Dominguez asked if it would be difficult to plug those numbers in so we can see what it looks
like. -

Mr. Rodriguez said he can give him an estimate.
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Chair Dominguez he thinks what he hears Councilor Maestas saying is that the law that has been
passed at the local level is not being followed, but through the budget process we are allowing it not to be
followed.

Councilor Maestas said he is adamant about this because the federal funds have dried up. He
said we need facts and understand the need for funds for Transit. He said the General Fund is going to
take a hit here. He said there needs to be a public process so Transit can be heard and an objective
decision made, and anything left over will be allocated to the other programs.

Chair Dominguez asked if there is a Transit Advisory Committee.

Mr. Bulthuis said there is an active Transit Advisory Committee which just met on Tuesday night.
Chair Dominguez asked if that Committee has talked about this.

Mr. Bulthuis said the topic hasn't come up recently, but it certainly has come up over the years.

- " Chair Dominguez said it is an important function in our community and balancing the General Fund
is something that is earmarked. '

Councilor Rivera asked Mr. Bulthuis about the Transit Division Budget going from $20 million in the
- last fiscal year, to $10 million this fiscal year.

Mr. Bulthuis said the Transit budget is very stable in terms of the operating budget, which is by and
large what is requested for approval today, noting there are several major multi-million projects which
would throw that out of kilter for one year. He said it appears the positions in the Division were cut
significantly which is an entry error. He said the numbers he provided were 186 positions last yearand
187 for the 15/16 year, noting one position was restored which is a transit technology specialist under the
mechanics group. :

Councilor Rivera asked if that is an error, or do we have 52 positions being paid from a different
fund or multiple funds.

Mr. Rodriguez there is an explanation in the handout [Exhibit “4], with the correct number.

Councilor Bushee said others call it bridging, but *| would be more specific and call it robbing Peter
to pay Paul,” which has had its imprint throughout our budget for decades and it's “coming back to bite us."
She said the voters approved the additional tax, and we took those funds to fund things like libraries and
fire departments, and asked how do we deaf with that now which is a rhetorical questions. She said, “What
you are proposing to do with the Water Company and the money that is there is no better from my
perspective, completely against the spirit of what we asked the voters for that money for, and | will fight
that tooth and nail.”
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Councilor Bushee continued saying she wants to make sure the Water Company is funded. She
said, “We are paying for staff in Economic Development out of the Water Company, we're paying for staff
in Finance out of the Water Company, we're paying for lawyers out of the Water Company, twice.

Councilor Bushee continued, saying she thinks she hears a theme developing that we are trying to
right some wrongs of the past, but she is unsure if we can do that in the case of [inaudible], noting she has
given this speech 4-5 times by now, and it always comes back, to great, are there cuts in libraries. She
asked if there is a plan, and what is the priority to try to correct some of these wrongs. She said we
shouldn't start creating more wrongs, which she thinks is what I think you're doing with your fee to the
Water Company.”

Chair Dominguez said what is important is to get some policy from Councilor Maestas so we can
see what that looks like. If it means that we have to eliminate a whole division, he has no idea what that
looks like. He agrees with Councilor Bushee that there is the need to right some wrongs from the past,
now that the theme has been resetting government and the economy.

Councilor Bushee said that is her observation, noting she supports Transit 100%.

Councilor Ives said in years past, he doesn't think there has been a full attempt to inform the
‘Governing Body how we are covering the various positions across the City. He realized we're juggled a
great many things for always asking for a flat budget, and we've created problems as the result. He said
the only way we can come up with solutions is understanding the entire picture. He said if we are paying
people out of the Water Company, who are they and what is the amount. He said once we have the

-information in hand we solve the problems in the budget process. He realizes there are reasons those
systems have developed, but it make him lose confidence that we're doing what we should be doing in the
budgeting process. He said we need to true up the revenues and expenses and find out where there are

-~ shortfalls, but until we have full information, it is a problem which is impossible to solve. He hopes we get

to the point where understand all the pieces are, and then we can make decisions as to where to allocate
scarce funds, which is important. :

Counculor Maestas asked if Transit has a fleet replacement plan and asked if he can provide that
to us to give a good picture of the state of the fleet. '

Mr. Bulthuis said they definitely do have a fleet replacement plan, noting that is a requirement of
the Federal Transit Administration. He said funding that plan is the bigger i issue. We know what we need
to replace, but it is not having the funds to follow through on the plan.

Councilor Maestas asked him to provide that plan to the Committee, and Mr. Bulthuis said he will
do so.

Councilor Maestas said he has an issue of having project development without knowing the

construction costs, which is the case for the Downtown Transit Center. He asked if we factor federal grant
matches into this budget.
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Mr. Bulthuis said when the request went to the Council to apply for the grant for Sheridan Street,
we didn't have that money in the budget, but we have found some money in the existing budget to cover
that from a few different sources, but that hasn't been brought back to the Governing Body for final
approval. He said recently, we were awarded a grant from the New Mexico DOT in the amount of $2
million for the construction project on Sheridan, noting Ken Smithson took the lead on that. He said he will
be bringing that forward.

Councilor Maestas asked if there are any other anticipated federal grants in the budget that will
need match.

Mr. Bulthuis said the only capital project that may be running somewhat shy of projected costs
would be the upgrade to the compressed natural gas station. The Engineer’s estimates are coming in a
little big higher than anticipated. He said we have a small amount of money that is earmarked for that and
they will be bringing that forward.

Councilor Maestas said there was a question regarding the Airport, where there was a drastically
revised number on anticipated revenues, noting the budget was about $900,000, but we've only realized
about $300,000, and asked the status of getting those funds.

Mr. Bulthuis they have been working actively on that with the Airlines and its staff on the stale
account receivables, noting the delinquency is primarily the airlines. He said United and American have
committed to come current within the fiscal year, which will significantly close that gap, coming very close
to the anticipated revenues once those checks are received. .

MOTION: Councilor Maestas, seconded by Councilor Trujillo, to approve the budget for the Transit and
. Airport Divisions. : ‘

MOTION: The motion was approved on a voice vote, with Councilor Maestas, Councilor Trujillo, Councilor
Rivera and Councilor Lindell voting in favor of the motion, no one voting against and Chair Dominguez
absent for the vote. | |
3) PARKS AND RECREATION
. GENERAL FUND ACTIVITIES

Rob Carter, Director, Parks and Recreation Department, presented information regarding the
budget from the Budget Book. Please see Exhibit “1," for specifics of this presentation.

Chair Dominguez asked if he said this is the Mayor's initiative.
Mr. Carter said Eric brought up an idea called People in the Parks.

Chair Dominguez said it's not the Mayor's Initiative.

SPECIAL FINANCE COMMITTEE MEETING - April 30, 2015 Page 42



Mr. Carter apologized saying it isn't the Mayor's Initiative.
The Committee commented and asked questions as follows:

Chair Dominguez asked about the relationship between Parks and the MRC. He said we talked
about separating the two functions and you were going to work with staff to keep a better accounting. He
said Parks provides maintenance service to the fields at the MRC.

‘Mr. Carter said he is going to shift a group of 5 staff from the Parks Division to the MRC to care for
the fields, and they will be supervised by the Superintendent and will provided with responsibility for
maintaining the sports fields. He said once that is done, probably October, they will more back to the
Parks Division.

Chair Dominguez said then they'll be housed at the MRC, but the funding will come from Parks.
[Mr. Carter’s remarks were inaudible because he was away from the microphone]
. Chair Dominguez asked who-will manage the MRC.

Mr. Carter said Jennifer Romero, MRC Events Administration, and Brian Hodges, Greens
Superintendent. ‘ : , .

Chair Dominguez said a point of frustration for him for many years — Jennifer Romero is
supervising the MRC, but the funding for the Parks employees who are maintaining the MRC is a totally
separate budget, and Mr. Carter said that is correct.

Chair Dominguez asked if there is a way to do just one budget for the MRC without commingling
Parks in there. He said he can see where the MRC person is going to have problems getting requisitions
from Parks because there are too many hoops to jump through.

Mr. Carter said they have started that discussion, he, Cal, Brian and Oscar, about how we can do
that, The big picture right now is that Parks is all paid out of the General Fund. We are looking at how
we can put a crew over that would be supervised and housed totally at the MRC. He said as part of the
new budget process, you will see how to do those funds.

Chair Dominguez asked Mr. Rodriguez if this is possible. He said it's important for us to see both
the revenues and expenditures of the segregated areas and activities, and when funds are commingled, it
makes it just that much harder to see the clear picture on revenues and expenditures.

Mr. Rodriguez said they can do that, noting clarity is important.

Chair Dominguez asked if that already is the case for our recreational sites. Is GCC a special
revenue or enterprise.
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Mr. Carter said the GCCC is still an enterprise fund, while others remain in the General Fund.

Chair Dominguez said an enterprise needs autonomy to generate the revenues they feel they
need to operate the facility. He said at times the Governing Body and management have imposed
mandates that don't give them the autonomy they need. He asked how he will address that.

Mr. Rodriguez said his recommendation is, as a municipal finance person, that if an enterprise/
activity has not generated a profit or even balanced itself in 2-3 years, it's not an enterprise.

Chair Dominguez said we have had that discussion and because of the way the bond was
structured, we couldn't do that.

Mr. Rodriguez said this activity does not function like an enterprise and for 2-3 years has not been
generating sufficient revenues to pay for current expenditures.

Chair Dominguez said it has been sUggested that we just let the General Fund absorb it.

Mr. Rodriguez said that's a different conversation, that's how you pay for it. He said the possibility
of it doing that without significant increase to operating costs is not there. He said part of seeing where
_you are financially, is just accepting that and subsidizing it. He said we need to recognize that this will
have to be subsidized.

Chair Dominguez agreed, reiterating the many conversations over the years as to whether itis a
special revenue fund, or an Enterprise Fund. He said we need to have as little commingling as possible, or
a reporting structure which will allow us to see the way things and funded and operated. He said that will

take a commitment from management that there will be no expectation the other General Fund sites don't
have to be managed. He said General Fund sites are important to the community and provide a very
important service, but they are funded from the General Fund. He said the Chavez Center provides a very
important service to the community, but it is as an enterprise, the attitudes change a bit from management
and personnel. He said we need to have clear or better reporting, or compartmentalized reporting, to help
the Governing Body understand what the expectations are from the sites.

Councilor Rivera asked about the Trails and Watershed budget that last year had a budget of $8.7
million, and this year $6.5 million is recommended. \

Mr. Carter said last year this was not a department, and this is an estimate and it is not a precise
number. .

Councilor Rivera said last year there was a $2.3 million budget in Parks Maintenance, and this
year $550,000 was recommended, or is that the same answer.

Mr. Carter said it is the same answer.
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Mr. Rodriguez said it is an estimate of what it was under Public Works, including all the support
and all they had there. He said they will prepare those calculations for the Committee.

Councilor Rivera said contrary to other budgets, the salary and wages have decreased
considerably and asked if that is a guesstimate.

Mr. Carter said it is a vacancy credit cut.

Responding to Councilor Rivera, Mr. Rodriguez said in the previous department it was a lot smaller
than other departments and there will be a lot of that.

Mr. Rodriguez said staff will provide that story, noting one of the other elements in that is the
percentage of employees who are temporary or seasonal.

Councilor Rivera said then most of these things are just your best guess.
Mr. Rodriguez said yes, they took them from Public Works.

Andy Hopkins said you can see the answer on your earlier question about what happened with the
-Parks Budget in 14/15 versus this budget. By looking down the summary by find, you can see quite a big
surge in the Parks Maintenance Fund, an allocation primarily for parks equipment, replacements and there
were some significant capital replacements happening in the fund during the current year, using cash
balances accumulated in that fund and in other sources perhaps. It was a one time capital replacement
surge in that one line.

Councilor Maestas asked if we draw on Public Works for projéct management expertise, and is
there any cross-coordination in assisting you, such as.on the Skate Park Project.

Mr. Carter said yes, they work divreCtIy with facilties for almost anything they do in any of the parks.

Chair Dominguez said that's not just Parks, but it's recreational facilities as well, and Mr. Carter
said that is correct.

Councilor Maestas said in view of what has happened he feels we need to better centralize our
technical services , engineering services, project management services, instead of having it reside in
Public Works. He will be coming forward with legislation to look at that and possibly to create a Technical
Services/Project Management Office. He sees the need in other divisions for project management
expertise, and thinks that could be part of our problem, and asked Mr. Snyder to address that.

Mr. Snyder said he is an engineer and somewhat confused by his comments. He said we are
centralized, and a lot of the technical areas have specialized engineers. He said Water and Wastewater
~ have water engineers, Traffic has traffic engineers and so forth. He said there are engineers over
technical expertise [inaudible] and project managers run in facilities.
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Me. Snyder said we can discuss this off line, but we do have technical managers in Parks to
support City-wide projects, noting that the project management is run out of Facilities.

Councilor Maestas said at a different time he wants a watk-through as to how we do project
management. He said he wanted to see how it is impacting your department today and how your
organizational structure is working and he is drawing the necessary expertise for the in-house projects at
the Skate Park. '

Mr. Carter said, and they have a very good relationship with them, and we are in tune with what is
going on.

Councilor Lindell said the current expenditures in the Railyard Parks, are much smaller than the
current budget with a sizable increase for next year smaller than current budget and sizable increase for
next year and asked what is happening there.

Mr. Carter said there is no programmatic change there.

Mr. Thompson said we requested Finance and Budget to consolidate our General Fund Business
Unit into one Business Unit to make it easier to spend the funds that are allocated to Park Maintenance.
He said we have one-call Park Supervisors, one-call Park Districts, one-call Parks, Trails and Watershed.
So it made sense to consolidate these commodities into one General Fund Business Unit, noting that was
included by Finance.

Chair Dominguez said this is interesting, because it seems we've already started to desegrégate
some of those funds, if he understood him correctly. ’

Mr. Thompson said the Ra:lyard is GRT funded, but we didn't include that in the slide-up to the
Special Parks District.

Chair Dominguez said that changes his line of questioning. If these funds are supposed to be
spent on what we talked about before, specific things, and we are now grouping them into one and give
the staff the ability to decide how to spend that money, and contradicts what we discussed in the past.

Councilor Lindell asked to be clear, if all those monies are spent in the Railyard Parks.

Mr. Hopkins said yes. He said the reorganization of Parks he was talking about occurred entirely
in the General Fund. The Railyard Park Fund is a totally separate fund and part of the Railyard family of
funds, funded by the Railyard GRT increment. He said there is a special GRT increment to pay for the
Railyard Fund. He said like the Quality of Life Fund or the Recreation Fund, this didn’t necessarily lend
itself to the roll up he was talking about in General Fund when we were trying to simplify it. He said we
would get ourselves in real trouble if we started mixing those together, in terms of the restrictions put on
those revenue sources.
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Councilor Lindell said she is unclear why $189,000 was budgeted and in 14/15, we only spent
$48,000 of that yet we are increasing that budget.

Mr. Hopkins said all of the changes were in personnel, noting the Parks storage which is a
contracted service for $100,000. This is another one of those change in the pay plan without priority of
vacancies, or the 4% vacancy credit was applied, and perhaps it decreased or increased.

Mr. Snyder said this fund pays for parks staff and pays the $100,000 for the Park Stewards that
came before you two meetings ago.

Councilor Rivera said when you have spent only $50,000 of the $189,000, it is quite an increase at
that point.

Mr. Snyder said he doesn't have the answer for that.

Councilor Rivera said even if we budgeted $150,000 for the Railyard Stewards, that's not even half
of that amount.

Mr. Snyder said the interest you approved to be expended was $50,000 to be expended by the
end of the end of this fiscal year, and he will have to look into that find out what is in that fund and why it
almost ended that way.

Mr. Rodriguez said there will be én itém on the agenda on Monday for the second part for
Stewards. He said we owe you an explanation.on that.

Councilor Trujillo asked if the Park Maintenance Fund is for all parts.
~ Mr. Hopkins said the Parks Maintenance Fund isn't dedicated to a single park. It's dedicated to

overall parks, primarily for equipment parts. This Fund takes some of the pressure off the General Fund
when we need big capital investments. He said on pages 14 and 15, there are significant capital
replacements. He said for the most part it is pieces of equipment, small and large.

Councilor Trujillo asked where he would find the parks maintenance.

Mr. Hopkins said you would largely see it under the General Fund.

Councilor Trujillo wants to be sure we have sufficient funding over the summer, noting the fields
get messed up, and there is damage from pocket gophers. He wants to be sure the fields are maintained
and putting a crew at the MRC will help. [This part of his statement is inaudible because of noise overlay.]

Chair Dominguez asked if force accounts have been considered ivn this budget.

Mr. Snyder said yes, it has been implemented in this year's budget and will be i‘ncorporatéd int
the 15/16 budget. - '
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Chair Dominguez said then it won't be an issue in this budget, organizationally or momentarily.

Mr. Snyder said no, and understands for the 2012 Bond the force account will be used for all the
work that is being done.

Chair Dominguez asked what that means in terms of personnel — people are not losing their jobs.

Mr. Snyder said they are not losing their jobs, but they are dedicated to bond projects, and are not
doing maintenance, so they are dedicated to bond projects only.

Chair Dominguez asked if we have an accurate accounting system to be able to track this.

Mr. Snyder said one of the challenges of the 2008 bond, for example, was the accounting of time
between doing maintenance type work and bond type of work on the weekly basis. The staff now are
dedicated only to bonds and you can account for their time.

Chair Dominguez said that will be easier. He said, ‘I just want to make sure, for the record, that
you have the systems in place to be able to account for it."

Mr. Rodriguez said yes, we certainly aren’t going back to the old system. He said it is collected
and counted daily and submitted.

Councilor Trujillo said, regarding the Ft. Marcy park renovations, there are private donors who
want to make donations, not for this year, but in the future,

Mr. Snyder said it is on his radar and he is initiating conversations with the Legal Department on
how that can be done. '

Councilor Maestas said in January he inquired about the Stormwater Management Fee and how to
use those funds, and he looked at the dedication, and the priority is “for acquisition, design, construction,
maintenance and operation of the stormwater system. He said the last specific dedicated activities were
“other activities related to the improvement maintenance and operation of a stormwater system. He was
provided a breakdown of how we use this revenue, and $220,000 in labor and benefit was used in the
parks from the Stormwater Management fee. He asked if we are going to continue to do that, and he
doesn't show that under the money for parks.

Mr. Snyder said Stormwater management is a Public Works function, noting staff is funded under
Public Works in the Stormwater Division. And addition there is streets and drainage, which cleans the
storm drains which resides in Public Works.

Councilor Trujillo said then no Parks maintenance is funded with Stormwater fees, and Mr. Snyder
said no.
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Councilor Maestas asked if this labor can be done by Parks instead of Public works.

Mr. Snyder said he supposes it could be, but the resources allocated to that currently resides in
the Streets and Drainage Division.

Chair Dominguez said that is a good question which lends itself to the history of the Parks and
Recreation Department which once was under Public Works. The reason it was under Public Works was
because it has the project management function which was used for the Parks Bond in 2008. There was a
whole reorganization at the beginning of Mayor Coss's first time. He said we've just started the creation of
a real Parks and Recreation Department. There is still the residual of the past organization that was in
place in this budget.

Councilor Maestas said he hopes we revisit the Ordinance that created the Stormwater Fund, and
we need to discuss how we are going to use it — will it be a capital program versus a labor program. He
said perhaps that can be transferred to Parks as well, but we need to have a broader discussion about
that.

Councilor Maestas asked if the %% GRT fund is for general operations, noting there is $15.8
million in the fund. He said the Council decides how to allocate those funds. He would like a summary of
the allocation of those funds. '

Mr. Rodriguez said on pa‘ge‘71,,the language reads a lot like the Drainage Fee. [inaudible here]

" Councilor Maestas said there are two % % allocations in the summary table, one is General City
‘Operations and the other i is City Capltal Improvement plan He asked for a summary of the General City
-Operations.

Mr. Hopkins said that information is on page 58 of the Budget Book.

- Councilor Maestas said he will have to look at that to get a better perspective of how that was
distributed across the City.

Chair Dominguez asked about the Transfer to Other Fun_ds of $272,000,

Mr. Hopkins that primarily is going to be within the Parks and Recreation De'partment - from the
MRC to the GCCC for the Fore Kids Golf Tournament and to the General Fund for some facilities.

Chair Dominguez that is part of what he was talking about previously, the idea that we have
facilities servicing the GCCC. He said Facilities is going to say their relationship is great and working well.
However, from the perspective of the Governing Body, that may not be true, because we keep getting work
that needs to be done on a regular basis, issues that have come up in the past that don't seem to get
resolved. Itis more of an organizational issue, but it is also a monetary issue because we need to have
the funds to fix these things. He wants to ensure that management is ensuring that relatlonshlp is great
and that the needs are being addressed.
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MOTION: Councilor Maestas moved, seconded by Councilor Lindell, to approve the Parks and Recreation
Department budget as presented.

VOTE: The motion was approved unanimously on a voice vote
12:30 P.M. TO 1.00 P.M.. - LUNCH BREAK

DEPARTMENT REVIEWS
| d) ENTERPRISE AND SPECIAL REVENUE FUNDS
Chair Dominguez said this was heard under Parks and Repreation.
DEPARTMENT REVIEWS
c) CITY SERVICES
1) PUBLIC WORKS

Isaac Pino, Director, Public Works Department, introduced Public Works staff in attendance.
Mr. Pino reviewed the information in the Budget Book Please see Exhibit “1" for specifics of this
presentatlon

The Committee commented and asked questions as follows:

Councilor Rivera, referring to page 121, said under Public Works Administration, the current
budget is $2.098 million and you have only spent $608,185, with a request next year for more than $2 .
million.

Mr. Pino said the actual administrative cost is about $30,000, which is part of his salary and Ms.
Mossman'’s salary. '

Councilor Rivera asked what the balance is for.

Mr. Pino said the balance is Railyard development and Market Station operatlons He said Market
Station is the payment we have to make for our condo.

Chair Dominguez asked if that is part of the Debt Service that is identified as well.

Mr. Rodriguez said it is for the office condos.
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Councilor Rivera said so the debt service is built into the Public Works Administration line item,
and Mr. Pino said apparently so.

Mr. Rodriguez said the funding comes from the Railyard GRT.

Councilor Rivera asked what is the Transfers to Other Funds, the $260,000.

Chair Dominguez asked if they provide any services to the Railyard.

Mr. Rodriguez said he doesn’t have the details.

Councilor Rivera said Mr, Rodriguez can email him the information once he finds it.

Councilor Lindell said the current budget for supplies is $454,000, and the request is for $602,000
with $532,000 funded, noting a substantial amount wasn't spent.

Mr. Snyder said that is exactly why the City Manager's request is what it is.

Mr. Rodriguez said the current actual, plus encumbrance is just the activity until now, noting there
are still a few months in the fiscal year.

Mr. Pino said that is a department-wide number, and contains all of the sdpplies‘.

Councilor Lindell asked the schedule for vehicle replacement, ndtin‘g'the snow tires are pretty old.
Mr. Piho said everything is old, noting the dump trucks.

Councilor Lindell asked the life span on the dump trucks.

Mr. Pino said it is 20 to 30 years.

Chair Domi‘nguez asked if that is for dump trucks, and Pino said yes.

Councilor Lindell said she thinks the crews do a tremendous job on snow removal and the streets.
She is impressed with how much work they do in a short amount of time. :

Mr. Snyder said he is impressed as well and they do a wonderful job, noting they funded the 3
dump trucks last year out of the Gasoline Tax which was an expansion request last year. He said that
Gasoline Tax Fund had accumulated some funds and it could be used for purchase of equipment.

Councilor Trujillo asked what that fund looks like now, and if we spent all those funds.

Chair Dominguez said it's not broken out as gasoline tax specifically, and he wants to know the
balance of that fund. ' '
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Mr. Rodriguez said that is on pages 38-39 of the Monthly Financial Report the balance on all
significant funds is proved there. However, it doesn't appear to be there, and he will look up that
information and get it to him.

Councilor Trujillo said he wants to know how much is left in the fund, and how it can be spent.

Mr. Rodriguez said for heavy equipment, staff recommends it be put on the CIP discussion, and ut
dump trucks and heavy equipment are funding possibilities.

Mr. Rodriguez said he has the answer to Councilor Rivera’s question and there is $260,000 in that
fund.

[Mr. Probasco’s remarks here are inaudible]
Councilor Rivera asked if that is still being charged.

Mr. Probasco said it isn't being charged, but an equivalent amount is being used as a contribution
toward retiring that debt.

Mr. Rodriguez said in other words to save on the rent they moved to the Railyard, and to save on
that rent they took funds from the Railyard GRT to pay for the debt service there.

‘Councilor Maestas asked about the Stormwater Utility Service charge revenue, noting the
-Ordinance provides it has to be accounted for separately, and if it is listed as a spemal revenue fund in the
budget, noting he was unable to find it.

Mr. Rodriguez said it is accounted for separately, and that is shown on page 38, and reported to
you monthly under the cash balance report.

Councilor Maestas said he isn't seeing it as a separate fund.

Mr. Rodriguez said it is on page 39.

Councilor Maestas said he was looking for a separate accounting of the fee per the Ordinance,
and an illustration of how we spend the money. He has a spreadsheet, but thought he would see it listed
in a separate fund, noting it is $1.1 million reiterating the Ordinance requires it be accounted for separately.

Mr. Rodriguez said they are doing that and provide to the penny how much was received and how
much was taken from that account. It is treated here as an income source here and not as a fund, and it

comes in from one place and goes out to another place. He sald it is used almost excluswely for:
maintenance. _
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Councilor Maestas noted that the top priority for the use of these funds is for capital. He thinks it
would be good for us to get a summary of our Stormwater system, an identification of the capital needs,
the costs for administration and enforcement, and preparation and revision of a comprehensive drainage
infrastructure monitoring plan. He asked if we have an up to date monitoring plan.

Mr. Pino said they have a plan, but he doesn’t know that it is @ monitoring plan.

Councilor Maestas said his issue still is the predominate use of these funds for labor and
maintenance. He said there have to be some Stormwater capital needs. He said he believes the
revenues should reflect the dedication and the expenditures should be balanced. He said perhaps this is
the priority, he wants to see a better snapshot of the Stormwater Fee Fund, and he believes the
expenditures should be balanced. He wants to see the plan required under the Ordinance. We need to be
educated on the this, and perhaps revisiting the fee and consider an increase. He wants a better picture
of the Stormwater Fund to be able to sign on the use of these revenues, and that we don't continue
practices that may not be the best. He would like that information at some point including the Plan.

MOTION: Councilor Trujillo moved, seconded by Councilor Rivera, to approve the budget for Public Works
and Facilities.

VOTE: The motion was approved unanimously on a voice vote.

SHORT BREAK PRIOR TO PRESENTATION ON WATER
1) WATER
Nick Schiavo, Director, Public Utilities Department, distributed information regarding the Water
Division Budget [Exhibit “7"]. Mr. Schiavo presented information from the Budget Book, and reviewed the
information in Exhibit “7." Please see Exhibits “1" and “7" for specifics of this presentation. Mr. Schiavo
introduced the division directors in attendance.
The Governing Body commented and asked questions as follows:

Councilor Bushee asked what is Paid Services to City.

Mr. Schiavo said this is all the support that comes to the Water Division, so our share is $3.5
million this year. _ S

Chair Dominguez said how the reserves are mandated.

Mr. Schiavo said this is something the bond holders required us to have so we don't lose our bond
rating. '
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Mr. Rodriguez said we actually promised to have that reserve, but we try to maintain a higher level.

Chair Dominguez asked about the rest of the reserves.

Mr. Schiavo said the rate stabilization comes into play if we have a wet summer and there is a loss
to the Water Division, noting with week afterweek of rainy weather it is very possible we will have a slip in
revenue, and this is to ensure we aren't having issues and then tum around and try to raise rates.

Chair Dominguez asked if that is determirted by internal policy, and Mr. Schiavo said absolutely.

Chair Dominguez asked if that is true for the Rate Stabilization Fund.

Mr. Rodriguez said there is no specific policy, but we recommend the national policy here of a
reserve of 45 days of working capital.

Mr. Schiavo said the Water Division is a healthy fund, and even with the Water Division going
through expenditures we will still end up with $88 million at the end of next fiscal year. Assuming there
are no changes to revenues, and we stay on a steady path with CIP, we should not have to raise rates for
the next 4 to 5 fiscal years.

Chair Dominguez asked when was the last increase.

Mr. Schiavo said the 4 rate increases started in. 2009, each of them at 8.2%, and the last one was
imposed on July 1, 2013.

Chair Dominguez asked if we came out with the same ending balance.

Mr. Schiavo said no, this revenue has been building for the last 4 years. There was additional
water fees associated with the draft, [inaudible]

Chair Domrnguez said when we did the last water rate increase, it was supposed to take care of
everything from delivery to the required reserves, and all obligations to our customers and bond holders,
etc., and Mr. Schiavo said that is correct

- Chair Dominguez asked if the rate increase was too much.

Mr. Schiavo said hindsight is 20/20. If we had gotten better answers from Santa Fe County on its
demands we wouldn't have as an extensive a CIP list. The majority of the debt service is associated
mostly with roughly $110 million for the Buckman Diversion project.

Mr. Snyder said he was the Director of the Water Division at the time the rate increases were
imposed. He said we were to make sure we were on track with the projections. He said after the rates
were imposed, we gave our annual update, and made a recommendation at that time to possibly give
some back. At that time, the City Council gave direction to staff to not move in that direction. He said one
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of the challenges we had, it's difficult with a staff of 4 engineers and construction managers, it is difficult to
do $14 million in projects per year in-house.

Chair Dominguez said he has received a number of calls and concemns about billing, and he
doesn't know the answer, and asked if throwing money at it will fix it.

Mr. Schiavo said they are in the process of changing out the utility billing software, which will go
live in August or September. He said most of the complaints you are hearing are about the Firefly system
provided by Datamatic. At point there were 25,000 Fireflies in the field, and we are down to less than
9,000 units. Unfortunately when the units fail they stop reading, and by the time we see that they have
stopped reading, the water bill is very large. He is very anxious for the new metering system to go in place,
noting that will start in mid-June, and it will take 12-14 months to have all of the new meters installed.

Responding to Councilor Bushee, Mr. Schiavo said the list [Exhibit “9"] which shows 19 positions,
at the bottom of the sheet it says these are the cashiers located at San Mateo, 14 of the positions are
filled. He said we currently pay for financial services through the item labeled Services to the General
Fund, $3.48 million on the spreadsheet. The Water Division pays for financial services, legal services, IT,
HR services that they charge, and we have been funding and receiving support from Finance, Legal and
IT.

Councilor Bushee said she sees several positions on the list which she worries about, and
wonders why.they are billed under Utilities, and noted those employees/positions. She asked how she can
get a breakdown of the paid services to the City by title the same as she has here. She said on the vacant
positions by department [Exhibit “6"] that the Water Division has the bulk of the 20 positions that have been
vacant for 24 months. She said in addition to being “fat city in terms of cash,” you are paying for many
positions in the General Fund and you have the bulk of vacant positions that haven't been filled for 2 years.
She said her memory of the BDD bond is that it was for $200 million. She wants to know how many
sources of funds he is talking about commenting she is a little overwhelmed. And she wants to know how

~we arrived at this surplus.

Mr. Schiavo said our share of Buckman was $110 miliion, noting there was a 50-50 cost share with
Santa Fe County. He said we received roughly $15 million in grant funding through the 2009 bond.

Councilor Bushee asked about the %% GRT,

Mr. SChiavo said he understands we received ¥%:% in roughly 2006. He said he talked with staff ‘
about the 2006 bond, and it was funding for the Buckman and also....

Councilor Bushee asked the total of that bond.
Mr. Schiavo said we now owe $36 million, so it was in the range of $40 million.

Councilor Bushee asked if we can pay-off that Bond.
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Mr. Schiavo said he will defer to the Finance Director on the 2006 bond. His recollection is that we
pay off drinking water loan to...

Councilor Bushee said she knows that one and wants to keep it separate. She is trying to get at
the $88 million windfall, and asked if there is debt service we should pay down, or do we give money back
to the ratepayers or lower rates. She said we have done a disservice to the customers if this is the case,
because we've been milking the water company pay for a lot of the General Fund positions and we still
have this huge windfall.

Mr. Rodriguez said all the options you mentioned are worth considering.

Councilor Bushee said, but all you come up with is to charge them [Too many people talking here
at the same time to transcribe anything]

Councilor Bushee said her concem is that if you are presenting a budget scenario to us, we need
all the information so we can determine what this $8 million represents, rather than treating it as a slush
fund and begin to start charging some new fees. ' '

Mr. Rodriguez said nowhere in the budget do we recommend tapping reserves.

Councilor Bushee said she has no idea of the picture of what really happened. She said, “| have
my memory, my sense. I'm still surprised. Knowing the former City Manager, I'm surprise he didn't dive
into this fund and other funds to take care of our shortfall. | want a full picture. | want a breakdown of the
services paid-by position. | want a breakdown of all the debt we have in the water company, what
penalties would exist if we paid it off, including the NMFA loans. | want to get a full picture before we can
send it out, how exactly we should treat this, with no suggestion of trying to figure out how to balance the
‘budget on the backs of the customers.”

Chair Dominguez said, ‘l am going to ask you to send myself and the City Manager an email of
exactly what you want to see, so we can make sure that your questions are answered, but...."

Councilor Bushee said, ‘I will try to recap, but did you understand what 'm asking for.”
Mr. Schiavo said yés ma'am.,
Councilor Bushee said, “And | think the minutes are also a part. | will. | will put it together.”

Chair Dominguez, I think it should go to the rest of the Governing Body, so we can leam from the
experience you've had in the past.”

Councilor Bushee said, ‘| will try. | know how many times we have asked the ratepayers to help us
with infrastructure for our water utility. And all of a sudden we have $88 million, and the suggestion is we
start balancing the budget doing that. And | was just going, huh.”
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Chair Dominguez said he understands and the reason for his remarks about ratepayers paying for
other things besides water.

Councilor Bushee said we have to get all the details out, and this is “the kind of stuff that should
have been in this packet from my estimation.”

Chair Dominguez we will work on getting that information.

Mr. Snyder said this is not a windfall. This has been communicated to the Governing Body at least
on an annual basis, and he's concerned it is being classified as a windfall. He said it has been
communicated to the Governing Body and the Public Utilities Committee, reiterating he is really concerned
about that comment.

Chair Dominguez said let’s not get too caught up in semantics, we just need information.

Mr. Snyder said he just wanted to correct what he is concerned about.

Councilor Bushee asked Mr. Schiavo if he is okay with that, noting 13 positions out of 20 have not
been filled for 2 years under utilities.

Mr. Schiavo said his understanding is that as the General Fund was tightening its belt, the Public
Utilities Division was doing the same thing, so Mr. Snyder wasn't filling positions that didn’t need to be
filled.

Councilor. Bushee asked Mr. Schiavo as the Utility Director if he is willing to let go of these
positions‘ at this time, given that he has money in his budget.

Mr. Schiavo said yes, but there definitely would be value in having some help in the Engineering
Section to get the CIP projects done.

Councilor Bushee asked which positions would th‘at be.

Mr. Schiavo said he is speaking of a reclassification of positions, and there is a recommendation
that he pick up a Chief Financial Officer, given the $70 million of funds per year..

Councilor Bushee asked if he has asked the Finance Department twice for financial positions.
Mr, Schiavo said that is a loaded question.
Councilor Bushee said, “You have the money, and the opportunity to design the system as you

would like to see it, so | would like that to come from you in terms of what we will do with all of the excess
funds.”
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Mr. Snyder said there is enough work in the Transmission Distribution Section to double the staff.
The work load is there and we have a lot of aging infrastructure in the system. The challenge and the
balance is managing the staff, the workload, and doing it in a systematic approach. There are 800 plus
miles of infrastructure dating for 100 years, so part of the Strategic Plan is to strategically go through the
system. He said we can increase staff, and we need staff, but the challenge is how many staff can be
managed and the workload that you can manage with the staff. He said 10-15 employees won't attack the
real problem of aging infrastructure, water main breaks and find the balance between being proactive,
being reactive and not having too many resources on the street.

Councilor Bushee said there should be a lot of opportunities to see how we want to approach the
future, and she wants the details so we can make good decisions.

Mr. Snyder said he believes Mr, Schiavo has a good handle on this. He said you touched on an
additional thing. He said we received $30 million from the Legislature plus additional resources we
received. He said there are many different things we can find to do.

Councilor Bushee said she sees the opportunity to show the consumer that we've managed so
well that we are now going to give them a lower rate, and asked what he thinks about that.

Councilor Rivera said in looking at the proposed budget and in Utility Customer Service, last year's
budget was $7.1 million, and year to date $5.8 million is encumbered, but the request for the next year is
only $3.8 million. He asked Mr. Schiavo to speak to that.

Mr. Schiavo said that should be for the new meters that were installed, and we also paid for the
new utility billing software. -

Councilor Rivera said then you anticipate needing less than in the previous year, and Mr. Schiavo
said yes.

Councilor Rivera said the 1/4% GRT fund has been $11 million, but we are only budgeting $2.9
million, and asked the reason this GRT specifically for water be decreased. -

Mr. Schiavo asked what page he is on, and Councilor Rivera said pagve 127, at the bottom,
Summary by Fund.

Mr. Hopkins said that is based on the timing of capital projects. He said this GRT allocation is
dedicated exclusively to water capital projects. As projects come along during the year, and as we do try
to keep up with the large backlog of work if they think they think they can get more done, that number will
increase quite a bit. He said you will see the number far exceed the actual GRT revenue for that year
because we have accumulated significant balances in that fund as reserve for future water capital projects.

Councilor Rivera asked if this means they are not anticipating that many capital projects in the
upcoming fiscal year.
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Mr. Schiavo said, no the spreadsheet he handed out with the CIP projects is the list they intend to
keep to, so just under $14 million for the next fiscal year.

Councilor Rivera asked if the City Manager's budget reflects that.

Mr. Schiavo said he believes Mr. Hopkins is saying it can be bumped up to fit actuals — as we
spend the money.

Councilor Rivera said if you know what you are spending and the amount, why isn't it included in
the budget right away.

Mr. Hopkins said it is based on the CIP known at the time. But as the year goes by, they may add
projects.

Mr. Shyder said it is the cash flow, and as projects come and phases come up, the funds will be
allocated there.

Councilor Rivera asked if that has to go through the Council, and Mr. Snyder said yes.

- Mr. Rodriguez said, “To answer your question directly, should it be bumped up. Yes. | guess you
can make this point, instead of amending the budget over the course of the year, we do it now and move it
up or down from $14 million.”-

Councilor Rivera said, “That makes sense to me.”

Councilor Rivera asked how many positions he would estimate are paid out to other departments.

Mr. Schiavo said the list shows 19 positions, some of which are in water and some of which are in
Wastewater. He said the last 5 positions on the sheet are associated with the cashiers who work
downstairs.

_Councilor Rivera asked how many are positions which don't answer to Mr. Schiavo.

Mr. Schiavo said all positions answer to him - 19 plus an additional 5-6 positions.

Councilor Rivera said we heard on Tuesday,that 20 employees equals $1 million more or less, and
it looks like you are funding close to 60 employees. He asked if he is just paying salaries or if they are

helping him with other things —salaries and benefits or includes other equipment as well.

Mr. Schiavo said that's a separate from this spreadsheet which totals 'roughlvy $1.9 million. He said
it pays for H.R. services for his staff, for finance services, legal and a portion to the City Council.

Councilor Rivera said then none of this is for individual salaries.
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Mr. Rodriguez said it is, noting it goes to the General Fund as a transfer and then the General
Fund uses it for salaries. It is estimated based on the Department's budget.

. Mr. Hopkins said he does the spreadsheet and it is a constant battle to keep these separate. Most

of the positions on the spreadsheet in 5205, would be an exception because those are under Utility
Customer Services in Public Utilities. But the other positions listed are entirely separate from the General
Fund Service as Mr. Schiavo said. He said that is based on a spreadsheet he does that breaks out and
reviewed each of those by cost. finaudible]

Councilor Rivera said for example, the City Attorney is budgeted at $66,835, which is based on a
formula, and the entire salary is not being paid out of water.

- Rodriguez said that is correct.

Councilor Rivera said so we really don't have a good way of determining how much time that
attorney actually spends on Water.

Mr. Rodriguez said this is a long time practice, noting it is a complicated methodology, and some
cities have borrowed our spreadsheet. He said some of these positions merit debate as to whether they
should be paid by utilities. He said there is a lot of work that needs to be done. Staff would like to do that
work and come back to you with the accounting and our recommendations. This will give you more
certainty than you have right now that the City has a written policy on this. He said he got advice from the
City's Financial Advisor, and staff will recommend a transition to get to greater certainty and to clean this

up.

- Councilor Rivera said in the spirit of transparency and right-sizing government, he would like clear
understanding of how these are paid out, '

Councilor Rivera said he agrees with Councilor Bushee on the $95 million balance. However, he
doesn’t want to do a rate decrease and then have to increase it. He said perhaps a rebate mlght be
something to conS|der because the ratepayers deserve that.

Mr. Rodriguez said it is a major decision and merits City Council deliberation. He doesn't want to
mix this with the budget, and said he is uncomfortable making recommendations.

Councilor Rivera said he isn't asking for that today but it is something to consider in the future.

Councilor Maestas said, “| want to make a general statement about the balance in the water fund,
and I've made it known to my colleagues that | will be hard pressed to raise taxes. And | think one way to
avoid raising taxes, is to look at our existing funds and we assess using those funds and determine if
changes need to be made to fund other priorities. My thought is that the GRT, about $7.8 million, is
allocated to the Water Fund. I'm of the philosophy that an enterprise should be truly self-sufficient.”
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Councilor Maestas continued, “And | think it would help us to gradually and responsibly redirect the
GRT that goes to the Water Fund for other purposes consistent with the Municipal GRT statute which can
be used for capital outlay, not General Fund Operations. 1 think it's an infrastructure related statute, so it
would go to infrastructure, but it could go to other mfrastructure priorities and the water fund eventually
would be self sufficient.”

Councilor Maestas continued, “So | think we should reassess current priorities, and not have to
raise taxes, but perhaps redirect this GRT for other priorities, especially other General Fund funded
priorities. We have a dedicated funding source and it's the water rate revenues, and I'm not advocating
raising rates. But, | want us to have that discussion. | have legislation proposed to do that, to see if we
can come up with a responsible way to start phasing out the GRT subsidy to the Water Fund. And | think
we can do that, and | think it's going to help us address some of the other priorities like buildings and
facilities and other infrastructure systems that have a growmg infrastructure funding gap. What is that
figure.”

Mr. Schiavo said it is $7.65 milliOn.

Councilor Maestas said we have been looking at demolishing the [inaudible] building and he didn’t
see that, but it's not a capital improvement because we're demolishing a bundlng He asked if itis in the
budget.

Mr. Schiavo said it is in this year's budget, but not in capital improvements because we are tearing
it down.

_ Councilor Maestas said he noticed in the write-up there is a plan to borrow money from the Water
Division’s cash reserved, and asked if that will come to us in the near future as a separate action.

Mr. Schiavo said that is in the Environmental Services budget, and it should have been on this list.
The intent is to loan $1.5 million at zero interest on a 10- -year term to the Environmental Serwces Division.
for the single stream.

Councilor Maestas said this will be a separate action down the line and not a part of this budget.
Mr. Rodriguez said itis CIP.

Councilor Maestas wants to have the broader discussion about transfers and such. He said he
and Mr. Schiavo talked about going to a wireless water meter. It seems we haven't properly downsized,
and we have gone to wireless meters now. He asked Mr. Schiavo if he has been any changes to right size
the Department to reflect efficiencies in going to wireless meters.

Mr. Schiavo said they have been talking to HR, and none of the wireless meters have been
installed. Hje said rhat will start in mid-June and should be completed within 12-14 month. We have
talked with staff about this. We currently have 8 meter readers and he anticipates ending up with 2. He
said he will be talking to those individuals about changing their roles and encouraging them to look at other
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positions in public utility. He said they will downsize, but there will be no layoffs and we will be offering
these individuals other positions. :

Councilor Maestas said Mr. Schiavo has been pursuing Water Trust Board funding to fund
transition to the Badger wireless meters, asking for $2 million. He asked the prospects for the City paying
for the entire cost of the water meters.

Mr. Schiavo said he had a telephone conversation last week, and unfortunately his employee, who
has been given a reprimand, failed to enter the necessary information to apply for the $1.5 million for
meters, so we will not be receiving those funds. He said they are in the process of going after $8 million
from the Drinking Water Revolving Loan Fund as shown on the CIP list. If we are successful in that grant,
25-30% could be given as a grant, which would free up some $2 million.

Councilor Maestas said part of has plan to transition the redirection of the GRT from the water fund
to other priorities is to restructure the debt that is partially backed by the GRTs. He asked if we can use
the Drinking Water funds to retire some of the debt that is backed by the GRT to begm freeing up those
funds.

Mr. Schiavo said when he gave his overview in Finance a few weeks back, he recommended that
we pay off Drinking Water Loans 2 and 4 of roughly $13 millions, which will save $2.4 million in interest
over the next few years.

~ Councilor Maestas asked if it is it on the debt service summary.
Mr. Schiavo said no, it is only in his Memorandum.

~Mr. Rodnguez said to answer the question as to whether we can refund that pledge right no. Not
smartly. It would cost us money, and it wouldn't be a good financial decision.in terms of managing money.
He said if the goal is to get the utility to be self sustaining, we have to get them there, take them to market
in that condition. What you can't take to market is the promise to get them later on. He said it will be a
long term process to get there.

Councilor Ives said anyone who has followed the latest PNM filings is aware. that there are
potentially large outlays in terms of capital improvements to the systems. He said what he would love to
understand, given the funds on hand, is how those relate to future anticipated needs, in terms of things we
will be doing or anticipate doing with our system over time — we need these funds because. He said before
looking at rebates and modifying a great many things within our system, he wants to understand the needs
of the system much better. This isn't something the budgeting process is designed to address.

Councilor Lindell departed the meeting
Councilor Ives continued, saying for instance, one need the funds could go toward is doing

remediation work in the watershed. He said he understands we used to have a relationship with the Forest
Service where we paid them $200,000 a year to do a certain amount of thinning and other watershed

SPECIAL FINANCE COMMITTEE MEETING - April 30, 2015 Page 62



restoration work to ensure that there won't be catastrophic wildfires that could take out the Santa Fe River
as a supply for the City and still provide 40% of the water on an annual basis. Itis a hugely significant
thing, noting we saw in the Rio Conchas fire, that the Rio Grande had to be shut down to the Buckman
because the water was so turbid our systems would not clean it. He asked if we can use some of those
funds for this type of program. He said we have leaky pipes and a 7-8% loss because of leaks. There are
a lot of possible uses for these funds and he is curious to see how they line up with the funding we have in
hand. He tips his hat to all the former City Councilors and staff for doing such a good job of ensuring we
have a vibrant water supply in a vibrant system that will keep Santa Fe delivering water to its citizens far
into the future. He asked if this information could be worked up for part of these water discussions.

Mr. Schiavo asked Councilor Ives if he received a copy of the 5-year CIP plan.
Councilor Ives said he didn't. |

Mr. Schiavo gave him his copy. He said item 2 in the Plan is management of the upper watershed,
so we have $250,000 a year budgeted for the next 5 years. He said it won't drop off that list. He said one
of the items they did submit for Water Trust Board funding is a request for a grant of $150,000 toward that
management which will provide matching to continue that process. He hears him loud and clear. He said
they went through the 2009 master plan, where the majority of the CIP items came from, and sat with staff
to ensure they aren’t missing things and that we do have these budgeted. He said one of the things
coming up is ltem #5, Water Reuse, which seems far in the future for FY 18/19, when we start fo look at
the concept of potable reused — water from the wastewater treatment plant being fed back into the system
for use and what we can do to start heading i in that direction.

Councilor Ives asked the total of these different things and if it is on the spread‘sh’eet,

Mr. Schiavo said it is summed at the bottom of the spreadsheet, varying between alow of $12.6
million to a high of $16 milfion.

Councilor Ives asked the total across the page.
Mr. Schiavo said that would be $72 million plus or minus.

Mr. Schiavo said he worked up a one-page handout. He said the projected balance of projected
revenues and expenditures, we're dropplng by about $7 million a year, and assumes a CIP of $14 million a-
year, He said given these numbers we're stable for the next 4 years with no predicted rate increases for
the Water Division.

Councilor Ives said this suggests that we are in a good place which is a tremendous comfort for
everyone in Santa Fe, commenting we've seen what has happened in California for example and in New
Mexico last year. He said we need to be able to rely in Santa Fe on what we can produce. He is interested
in finding out how positions line up with the revenues, and believes we need full disclosure on all those
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things so we can make the necessary policy determinations in the budget process. He said he
appreciates the candor on these issues which clearly raise many questions, and looks forward to working
through those questions “with you.”

Councilor Trujillo said we all have the same concerns. He said he would like to see a living river
where we could have fishing all year long. He said transparency is important for him. *Councilor Trujillo
noted there is a budget of $150,000 for vehicles, and asked how many vehicles we have.

Mr. Schiavo said he would guess that we have 50 to 60 vehicles.

Councilor Trujillo asked how many pieces of heavy machinery we have.

Mr. Schiavo said we they also have a dump truck, a vactor truck, a backhoe, a grader, probably a
half dozen.

Councilor Trujillo asked the number of graders, and Mr. Schiavo said one.
Councilor Trujillo asked if that is sufficient.

, Mr. Schiavo said he was basing it on what has been recommended and what we've used in the
past, but he can look at upcoming maintenance for the larger vehicles.

Councilor Trujillo said the replacement schedule is important as well, commenting it is important to
have the proper machinery available. '

Chair Dominguez asked if those vehicles were part of the original capital improvement plan.

Mr. Schiavo said he was referring to the $115,000 for to maintenance, but there are no additional
vehicles.

Chair Dominguez said with regard to the policy, the first part of the policy is great, because it says
do not do what we are planning on doing. It tells us the money shall be used for transfers in or out of the

General Fund. So you're saying just having.a general policy like that, without the details is something that
is beneficial to our bond council for bonding. -

Mr. Rodriguez said no, what they want is the part below, so it would be more than that.
Chair Dominguez said then the general stuff, the first part of the policy doesn't really help us.

Mr. Rodriguez said that is correct, and most bond holders know about taking revenues from utility
to hither and yon. They fear less that we are a greater credit risk than those who have a well defined
policy.
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_ Chair Dominguez said that is interesting, because having that kind of policy contradicts the
program we're bonding for. We're bonding, specifically in this case for water and utilities, but they are
going to use that for counsel liaisons that have nothing to do with utilities.

Mr. Rodriguez said doing that without a policy would make them nervous, because the financial
statement isn't accurate. He said they prefer that you be transparent so we know exactly what is there.

Chair Dominguez asked what kind of policy is better. This policy that says what it says or a policy
that says you shall not transfer like that.

Mr. Rodriguez said the latter would be best, like you “shall not transfer anything at all, and stick to
it." He said the worst case is there is no policy and saying. this what is our true costs are but there are
always costs. He said there is also the question of the rate. He said he explained how he came to the
12%, noting this is the rate used by the City of Austin. The reason he recommends that rate is because it's
been very litigated and much debated. He said he viewed that as a well proven rate for Santa Fe to
pursue than the current way of pretending it doesn’t happen.

Chair Dominguez séid it does happen.

Mr. Rodriguez said currently the Wastewater and Solid Waste systems provide free service to-the
City. He would recommend that the policy be straight across the board. It assures that the utility can meet
- all of its needs and obligations, plus on top of that has enough cash every year of 45 days more than it
needs to meet all its obligations after any transfers. [inaudible]

Chair Dominguez said these policies are intended to be in effect for only one year during this
budget cycle. He asked if it hurts or helps if we are explicit in the utility enterprise transfer policy that it is
only effective for one year.

Mr. Rodriguez said the point is that every time you do budget you would do this, so that would be a
neutral effect. ' '

Chair Dominguez said, “I think what | would like to see, and I'm not quite sure how to articulate
this, but some way to trigger a discussion about that every year as we go through a budget cycle.
Because some of these policies quite frankly make common sense and should not be debated even |
guess. Not that the Governing Body wouldn't debate or have a good discussion about this particular
policy. But I think it behooves us to make sure there is a trigger in there that we are mandated to have
that."

Mr. Rodriguez said it is our intention to do this accounting, he and Mr. Schiavo, and come back to
~ you, and at that point you can decide if it's too high or too low. That will be coming back to you in any
case. . ‘

Chair Dominguez said earlier, Mr. Schiavo talked about that there won't be a need to raise rates
for another 3-4 years. He asked if that assumes we will continue these transfers out.
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Mr. Schiavo said, “If you take a look at my spreadsheet, the only point that | mentioned that
Councilor Maestas brought up is that | would want to add an additional $1.5 million, a one time only, for the
~coming year, to go from Water to Environmental Services. So, to answer your question, even when that is
added in, this payment in lieu of tax of roughly $3.8 million, | believe barring any severe change to
revenues, we would not have to raise rates for 4 years."

Chair Dominguez said, “Again, assuming that we are going to have the $3.8 million and the
transfer fo Environmental Services, those rates would still be the same. We're not going to deplete our
revenues so much that.... in other words if next year we decided to take $5 million to balance the budget."

Mr. Schiavo said the numbers are what they are. His intention is to bring back this spreadsheet
back to you every year, and we should make the decision at that point.

MOTION: Councilor Maestas moved, seconded by Councilor Truijillo, to approve the Utility Department
budget as presented.

- DISCUSSION: Councilor Maestas said, “We are looking at huge balance, but if you look at the box in one
of your handouts, | am looking at the Capital Reserves. | think when you do this assets management, that
may grow. That may be much more significant where assets managements would say you need to come
up with a worst case scenario, kind of an unanticipated, catastrophic problem to your system, how much
could that cost. And | suggest you look at the Buckman, Councilor Dominguez and | sit on the Buckman
Board. They have a pretty good emergency reserve and then they have a separate equipment reserve,
but they have a methodology for calculating an emergency reserve based on the water system. | would

like to see something like that. ‘And | would venture to say it would be more than $3 million. But | think the
assets management is going to help us get a better sense of what we should set aside, and when we get
to the end of the day, that total balance won't look so big when you subtract the more appropriate reserves
once we're done with the asset management.”

~ Councilor Maestas continued, “So | wanted to make that point. The last point is, instead of coming back
every year and maybe discussing what Austin did, I'm just going back to my remarks, | think we ought to
do our own cost allocation study. Let's actually do our own study and find out what is the support cost.
Can we identify the support cost to the Water Fund to justify transfers, instead of going with 12.4%,
especially since we're talking about a big chunk of money, we're having a difficult time trying to track, what
if something happens outside the Water Fund Division, or why are we transferring this money to the
General Fund. 1 think it would be worth the investment to have a cost allocation study, not just for this, but
for fiscal agent in different capacities. We manage the Buckman Project, we're the support entity. | know
we are renegotiating the overhead fee. What is the basis for that, we know we're been undercharging
them, or are we just going to say well, we're just going to.charge more, but we don't know the actual cost.
| really think we need to focus on that to at least identify the cost as best as possible.”

Councilor Maestas asked Mr. Schiavo to respond to that.

Mr. Schiavo said, ‘I couldn't agree more. Once we do the asset management a lot of things are going to
become clear of the existing infrastructure, so I'm all for rightsizing that reserve.”
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Councilor Maestas said he would like staff to come back and study the issue of cost allocation studies fo
see if it will help us going forward, commenting the study can help us in quantifying and budgeting
additional support to enterprises like the Water Fund. We could add a CP! for support services and
increase it that way.

Mr. Rodriguez said he is very familiar with cost allocation studies, and he has worked in environments that
did it. It's not a study per se, it's a system. The organization goes through an assessment of time
allocation, etc. He said currently the City does not have the technological capability to sustain such a
thing. So Andy's spreadsheet as it is a pretty good way to do that. He said it isn't on the financial system.
He said it is very hard under the current system to keep track of the FTEs in Santa Fe. He said to be
transparent, it is going to take some time for us to have the capability to do such a thing. Having said that,
I do want them to come back to you with a policy direction about how to do the cost allocation study.

Chair Dominguez asked if could itemize the list for the $3.8 million.
Councilor Maestas asked Mr. Hopkins if he has that.

Mr. Hopkins said yes.

Councilor Dominguez said that would be helpful.

Mr. Rodriguez said the $3.4 is for utilities, and itis $6.4 :million.

Mr. Hopkins said, “As you went through that, it mixed less with the numbers and those two numbers should
be switched. The paid services to the City are $2,173,150 and the utility is [inaudible].

VOTE: The motion was approved on a voice vote, with Councilors Trujillo, Maestas, and Rivera voting in
favor of the motion, no one voting against and Councilor Lindell absent for the vote.

2) SOLID WASTE

- Chair Dominguez asked if there are questions about Solid Waste. He asked Ms. Padilla if she
minds if we pass you without any king of dialogue.

- Cindy Padilla, Director, Solid Waste Division, said it is whatever the Committee wants to do. She
said their budget is definitely straightforward this year. Itis a flat budget, and the last rate increase this
year was enacted 4 years ago. We do have projects pending, including the automatedrecycling which
isn't in the budget, but it's something we need to talk about, and the discussion the C& G waste. These
are the only two projects which differ from what they are doing currently.

MOTION: Councilor Rivera moved, seconded by Councilor Trujillo, to approve the budget for the Solid
Waste Division. '
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VOTE: The motion was approved on a voice vote, with Councilors Trujillo, Maestas, and Rivera voting in
favor of the motion, no one voting against and Councilor Lindell absent for the vote.
3) WASTEWATER

Bryan Romero, Director Wastewater Division, presented information from the Budget Book.
Please see Exhibit “1" for specifics of this presentation

Chair Dominguez asked if they have contemplated the operating costs of the wastewater feeding
the SWAN Park, and if it is in the WastewaerRomero said itis not.

Chair Dominguez asked how we are going to water SWAN Park.

Mr. Romero said when the infrastructure was built, it goes to the park. At this point, there is no
charge to the City.

Mr. Romero said there is no cost for the water, but there is a cost to pump it outside of wastewater.

Councilor Rivera asked if there is a separate budget for Wastewater.

Mr. Romero said yes, but we are presenting to you on different fronts.

Councilor Maestas said, “My own issue is moving forward with the master plan and it is getting
done. After the Governing Body implemented a number.of rate increases, and I'm going to be watching

this and | hope there is no additional, unanticipated capital we didn't count on.”

Mr. Romero said the new NPS Permit is moving forward and it's all based on water quality
standards. In keeping with the same quality standards he does not see changes from the master plan, but
it all depends on that permit. '

Councilor Rivera said would like to see what budget will be for Swan Park before approving it,
noting it is something we should consider for the next fiscal year.

Chair Dominguez that is in Parks.

Mr. Romero said Wastewater did the project, becadse just got a grant and we had professionals
on board. finaudible here]

Mr. Romero said the power for the pumps will be minimal because it is 60,000 gallons a day,
where it was5 million gallons a day.

Chair Dominguez, in an attempt to not hold up the Wastewater budget, asked Mr. Romero to be
sure we get that information from Parks.
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Councilor Maestas asked, regarding the Wastewater Management Fund, there was a CIP fund
transfer in this year's budget, but there is noting in 15/16.

Mr. Romero said they went ahead and bid the projects, noting they used reserve funds from the
balance, and will bring that forward with a BAR for approval when they get they get the dollar amounts. He
said he likes to do that because then they have hard costs, and they take the project forward usually with a
10% contingency, so it's a real number and not an anticipated project, it is a project that is bid. He said
you will be seeing that in the next fiscal year, probably in the realm of $1 million. He said they pace
themselves for the amount of work to be done, so as not to disrupt the public too much, and the
consistency over the years has been a big benefit for the conditions of the lines.

Councilor Maestas asked if the reserves are shown.

Mr. Romero said the beginning balance is $14 million, and with the other funds it comes out to
about $20 million. He said Wastewater keeps $8 million in what they call the operating reserves for
emergency rate stabilization and capital. He said it is part of the financial plan, it stays between $7 and $8
‘million. He doesn't anticipate a rate increase until 2118/2199.

Councilor Maestas said if there is $14 million with $8 million in reserves, that leaves $6 million in
additional reserves plus a reserve debt of at 1.5 times the existing.

Mr. Romero said the debt service coverage is the difference between the revenues minus the
operating costs, so the reserve has to be 1.5 times that amount, but they try to keep.it at 2 times that
amount. That guarantees the bonds will be paid.

Councilor Maestas asked if there are enough for all the reserves, the operatlonal and debt
reserves, and Mr. Snyder said yes.

MOTION: Councilor Maestas moved, seconded by Councilor Rivera, to approve the Wastewater Budget as
presented. '

VOTE: The motion was approved on a voice vote, with Councilors Trujillo, Maestas, and Rivera voting in
favor of the motion, no one voting against and Councilor Lindell absent for the vote.

4)  PARKING

9) OTHER MAJOR SPECIAL REVENUE FUNDS
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e) SUPPORT SERVICES

1)
2)
3)
5)
6)

CITY MANAGER

CITY ATTORNEY

FINANCE

HUMAN RESOURCES

INFORMATION TECHNOLOGY AND COMMUNICATIONS

e) GENERAL GOVERNMENT

1)
2)
3)
4)

MAYOR'S OFFICE AND CITY COUNCIL
MUNICIPAL COURT

CITY CLERK

INTERNAL AUDIT

6. 6:00 P.M. PUBLIC HEARING

There was no one speaking at the public hearing.

7. REQUEST FOR APPROVAL OF RESOLUTION ADOPTING CITY OF SANTA FE’S OPERATING
BUDGET AND ORGANIZATIONAL CHART FOR FISCAL YEAR 2015-2016

No action.

8. ADJOURN

Chair Dominguez thanked everyone for sticking around. He gave special thanks to Cal Probasco
and Andy Hopkins, Brian Snyder, Oscar Rodriguez, and the Committee Stenographer [Elizabeth Martin]
who doesn’t say much but does a Iot of work.

Councilor lves introduced a Resolution establishing policy regarding vacancies within the City,
requiring that any vacant position not filled for a period of two years or more be eliminated from the City
Organizational Chart unless a particular reason for a particular position are made by staff and approved by

the Governing Body.

There was no further business and the meeting was adjourned at approximately 6:00 p.m.
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Carmichael A. Dominguez, Chair
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Oscar S. Rodrigubé, D¥rector
Department of Finance
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