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SPECIAL
Ag e V\(:! a FINANCE COMMITTEE MEETING
CITY COUNCIL CHAMBERS

FEBRUARY 9, 2016 - 3:00 P.M.

ALL MEMBERS OF THE GOVERNING BODY ARE INVITED TO ATTEND

1. CALL TO ORDER CITY CLERK'S OFFICE

DATE A= [ :
2. ROLL CALL SERVED 3Y o ~%‘O£::

3. APPROVAL OF AGENDA RECEIVED BY 9%@@@ R -

CONTINUATION OF BUDGET DISCUSSION

4. Consideration and Approval of Framework for Closing the City's Structural
Operating Deficit and Providing Direction to Staff for Preparation of FY 2016/17
Budget.

5. Request for Approval of FY 2016/17 Budget Development Calendar. (Andy
Hopkins)

6. Request for Approval of a Resolution Providing Guidance on the Structure of the

Budget of the City of Santa Fe and Certain Reporting Requirements. (Councilor
lves) (Oscar Rodriguez)

Committee Review:

Public Works Committee (no recommendation) 01/25/16
Finance Committee (no action taken) 02/01/16
City Council (scheduled) 02/10/16

Fiscal Impact — No
7. MATTERS FROM THE COMMITTEE

8. ADJOURN

Persons with disabilities in need of accommodations, contact the City Clerk’s office at 955-6520 five (5)
working days prior to meeting date.
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ITEM

CALL TO ORDER AND ROLL CALL
APPROVAL OF AGENDA

CONTINUATION OF BUDGET DISCUSSION

CONSIDERATION AND APPROVAL OF
FRAMEWORK FOR CLOSING THE CITY’S
STRUCTURAL OPERATING DEFICIT AND
PROVIDING DIRECTION TO STAFF FOR
PREPARATION OF FY 2016/17 BUDGET

REQUEST FOR APPROVAL OF FY 2016/17
BUDGET DEVELOPMENT CALENDAR

REQUEST FOR APPROVAL OF A RESOLUTION
PROVIDING GUIDANCE ON THE STRUCTURE
OF THE BUDGET OF THE CITY OF SANTA FE
AND CERTAIN REPORTING REQUIREMENTS

MATTERS FROM THE COMMITTEE

ADJOURN

SUMMARY OF ACTION
SPECIAL FINANCE COMMITTEE MEETING
Tuesday, February 9, 2016

ACTION PAGE
Quorum 1
Approved 1

Approved wiChair's amendments 28

Approved 8-10
Approved 10-16
Information/discussion 16

16



MINUTES OF THE
CITY OF SANTA FE
SPECIAL FINANCE COMMITTEE MEETING
Tuesday, February 9, 2016

1. CALL TO ORDER

A special meeting of the City of Santa Fe Finance Committee was called to order by Chair
Carmichael A. Dominguez, at approximately 3:00 p.m., on Tuesday, February 9, 2016, in the Council
Chambers, City Hall, 200 Lincoln Avenue, Santa Fe, New Mexico.

2, ROLL CALL

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

OTHERS ATTENDING:

Oscar S. Rodriguez, Director, Finance Department
Kelley Brennan, City Attorney

Teresita Garcia, Finance Department

Yolanda Green, Finance Depariment

Melessia Helberg, Stenographer.

There was 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
MOTION: Councilor Trujillo moved, seconded by Councilor Lindell, to approve the agenda, as presented.

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



CONTINUATION OF BUDGET DISCUSSION

Chair Dominguez thanked everyone for attending this meeting. He said the Finance Committee
and members of the Governing Body have spent many hours considering our budget, the challenges we
have and the actions that we need to take. He said he hopes everyone has had the opportunity to review
the information that has been distributed to the Committee and made available to the public.

Chair Dominguez said at this meeting, at the very least, he would like to get a framework approved
and moved forward to the City Council for consideration tomorrow evening. He would like to have at the
maximum a total of a one hour debate on the framework and the Resolution on structure. He said the
Committee has been provided with all frameworks and policies.

4. CONSIDERATION AND APPROVAL OF FRAMEWORK FOR CLOSING THE CITY’S
STRUCTURAL OPERATING DEFICIT AND PROVIDING DIRECTION TO STAFF FOR
PREPARATION OF FY 2016/17 BUDGET

A copy of Dominguez - Lindell Compromise Framework, with attachments, including the
Dominguez-Lindell Substitute Resolution, s incorporated herewith to these minutes as Exhibit “1.”

A copy of Framework for Closing the Defict, is incorporated herewith to these minutes as Exhibit
II2.

Chair Dominguez said, “On the table are 5 proposed frameworks and 4 policies. One of the
frameworks is the one the Finance Chair proposed about a month ago, maybe more; another is one that
Councilor Ives proposed. There is a compromise framework that both Councilor Ives and | worked on.
~ There is a framework that Councilor Maestas has proposed as well. And iastly, a framework that both
Councilor Lindell and myself have worked on.”

Chair Dominguez continued, I just want to say that all of these frameworks all have some different
aspects fo them. | just want to thank the Committee and staff for the work they've done to get us this far. |
have to tell you that | do support the Dominguez-Lindell framework [Exhibit “1*] for a number of reasons
and I'll get to that in a few minutes.”

Chair Dominguez continued, “Before | do that though, | just want to explain to everyone what that
framework is. Basically it is $6.3 million in new revenue, $3.8 million which is equal to a 1/8¢ gross
receipts tax increase and $2.5 million in collections and fees which is something that's been kind of floated
around during the Commitiee process for a while now. It asks for $4 million in cuts and $4.7 million in
franchise fees.”
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Chair Dominguez continued, “And | just want to explain real quickly why | support this framework.
Number one, | guess is the GRT increase which is the big elephant in the room. And ! must say that, what
we must do is we must move ahead to remedy this deficit. That is first and foremost. And yes, tough
decisions are always going to have to made, but the consequences of not doing anything, or delaying this,
| think are irresponsible, and quite frankly in my opinion, they are very unacceptable. The other reason |
support this is because it frees up 1/4% GRT in the year 18/19, for the Governing Body to either give it
back to the public, or to use it in the General Fund as it was it was originally intended to be in the first
place.”

Chair Dominguez continued, “There are $4 million in cuts. 1 think that is something the public is
asking us for, and we need to work hard to make sure we continue to provide efficient govemment, always
work to do things better and so that's part of what that's asking for. And | guess the most important thing is
that we will not have to borrow money from the Water Department. That's something the public has
absolutely said that they are opposed to. And so that's part of what this framework will accomplish.”

Chair Dominguez said, “Before | turn it over to the rest of the Committee, depending on what
motion is made, a couple of conditions here that | would fike to have verbatim in the record, Ms. Helberg, if
we can. With regard to cuts, | want the minutes fo reflect that it means first to fry to achieve this number
through attrition, then efficiencies, then cuts in service. And second, any new fee or tax revenue that
should come from a policy change above the revenue target, should count against the amount in cuts
proposed. In other words, if we come up with a new fee or change current policy in a way that will bring in
new revenue, then the $4 million will be less. And so | would just like whoever makes the motions to
consider those things.” ‘

Councilor Lindell said, I would like thank everyone for the work they've done on these different
frameworks, particularly Councilor Dominguez for working with me for a number of hours on this one.
When we started working on this and looking at each other and saying we're going to try to close this
structural deficit in a year rather than extending it on for more years, it seemed like a radical idea to both of
us. Butin working at it, and sitting down and looking at it, putting numbers together and going through all
of it, it really does seem like the prudent thing to do.”

Councilor Lindell continued, “I think in terms of taking monies from the water fund, we did that last
year and then we passed a Resolution and said that it was a one time thing and that we weren't going to
do that again. So I think it was very very important that we kept to our word with that and that we came up
with a framework where we did not take those monies from the water fund again. And | think was also
important that we didn’t borrow money from the water fund, even though some of the frameworks had a
proposal to borrow where the repayment was with some interest. | think this framework that we have
proposed gives everyone an opportunity to participate in this new budget. i think everyone will have an
opportunity to come up with efficiencies. Probably, everyone will have an opportunity to give a little
something up, that includes ll of the public, and | know that we can do this. If we dig in together, we can
get this done. It won't be painless, but we have spent ourselves into this $15 million hole, and we have to
getoutofit. Itis not sustainable to continue the way we have been doing this. It's the City's checkbook
and we have to be responsible with it.”
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MOTION: Councilor Lindell moved, seconded by Councilor Rivera for purposes of discussion, to approve
the proposed framework called The Dominguez-Lindell Compromise Framework, for closing the City's
Structurat Operating Deficit, with the Chair's proposed language.”

CLARIFICATION OF THE MOTION/FRIENDLY AMENDMENT: Chair Dominguez asked if that includes
17 and 18 in the framework. Councilor Lindell said, “No. 17 and 18 are eliminated as well as asking for
the, what you read into the record was for the Resolution.” Chair Dominguez said, “No. It will be for the
framework." Councilor Lindell said, “Ms. Helberg, also in that motion the two items the Chair suggested
are to be included. Is that acceptable to you Councilor Rivera.” Councilor Rivera said, “Yes." THE
AMENDMENT WAS FRIENDLY TO THE SECOND AND THERE WERE NO OBJECTIONS BY THE
OTHER MEMBERS OF THE GOVERNING BODY.

DISCUSSION ON THE MOTION AS AMENDED: Councilor Maestas said, *| want to commend you guys
for coming up with a framework. And it incorporates I think some of the framework that | had proposed, the
additional collections and fees, not borrowing from the Water Fund was also part of my framework. The
only element of this framework | can't support is a tax increase. | think my framework had.... when we
have looked at the status of utilities, we all understand that when a utility is publicly owned, it sill, I think,
realizes the same benefits as if it was private - occupying our right-of-way, access to equipment to make
repairs and pavement cuts. But there’s also, | think, utility services that are being provided, that aren't
being paid for by certain aspects of general government. And | know in Solid Waste, and | believe
Wastewater alone there was $1.2 million in free services provided to the general govemment. And the
Franchise Fee, | think, | had included Solid Waste and Wastewater in addition to Water Franchise Fees,
And | know we haven't developed that policy yet, and | hope we do before we get to budget hearings, but |
believe my framework called for $5.9 in Franchise Fees and | know this only has $4.7 million.”

Councilor Maestas continued, “The only other issue that | have, is that I think there's a lot that needs to be
done to look at cost reductions through efficiencies. 1 think that target $4 million is a lot, and it is a really
good target, but | think there is more than $4 million that we can find in cuts, but ! wouldn't advocate doing
that in the first year. And then | think the ability to increase collections in fees can be higher. | believe my
framework was higher than $2.5 million. | think we just need to work a little harder at solving this situation
without raising taxes."

Councilor Maestas continued, "And another issue | have is that we are dealing with a deficit that goes back
until 2008. And in all the information we have, we haven't raised taxes since 2008, that was 10 years ago.
And so raising taxes to address what | call a legacy deficit, we're going to be in the same position that we
were only that we will have addressed a legacy deficit. We won't have any opportunities to fund other
needs that we know we have. We haven't quite quantified them and | asked for amendments in the
resolution that was being circulated. | am losing track of all the documents that we're considering. But if
we're going to raise taxes | think we not only need fo look back and address this deficit, but look forward.
We were engaged in a discussion over basic equipment for snow and ice control. And we have a fleet of
10, we only can afford 4 new frucks. The remaining 6 are 20-25 years old. They are unreliable. That's
just a symptom | think of some of the needs we have today in going forward.”
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Councilor Maestas continued, ‘And if it's going to take us another 10 years to raise taxes, we're facing
another 10 years of stagnation. | think if we're going to go there through the budget process, we ought to
identify additional critical needs associated with Public Safety, Annexation and a lot of the commitments
the City has but is unable to meet. So only under those circumstances would | be willing o consider any
kinds of tax increases in looking at our current needs going forward. Because again, | don't think the City
Or our community can wait another 10 years and watch a stagnating government kind of hobble along. So
| think it would be best for us to look at cuts first and balance this budget in the interim, and through the
course of the next year, we can identify other, more comprehensive ways to right-size our government and
enjoy a greater savings, so | can't support the taxes.”

Councilor Maestas continued, *And then | guess | would yield the floor for now Mr. Chairman, by just
talking 2 little bit about defining the problem. | think right now, Oscar, what's our projected end of year
revenues in the General Fund.”

Mr. Rodriguez asked, “End of the year ending bafance.”

Councilor Maestas said, “Yes, the project balance relative to the budget. | know we're running about $2.5
million....”

Mr. Rodriguez said, “Yes. We were saying about $3 million more than what was budgeted because of
higher GRT and lower expenditures at this stage, by the end of the year.”

Councilor Maestas asked, “Okay now tell me where we're running in terms of expenditures relative to
budget.”

Mr. Rodriguez said, “We're running about 3% below."

Councilor Maestas asked how much that is in dollars.

Mr. Rodriguez said, “Almost $3 million.”

Councilor Maestas, “So, we're over in revenues $3 million and we're under expenditures by $3 miliion.”
Mr. Rodriguez said that is correct.

Councilor Maestas said, “This is a $6 million swing there. Let me finish. All | know about is the additional
Hold Harmless of $660,000, but that's $2.4 million, let's just say take off the $660,000. So what I'm saying
Mr. Chair, is our picture is getting brighter. And if we can hold our budget to actual levels and realize that
savings, and revise our projections to reflect actual this year, you're looking at a difference of about $4
million and that will cover the $3.8 million in tax increases. So what I'm saying is, if we forego the tax
increases, freeze the budget at the actual levels that we are projected to have and amend our revenue'
projections, assuming that it continues. Well look. If expenditures were projected to be at budget, if
revenues were expected to be at budget, then | would say, wow. We're not getting any help in terms of
actual revenues, and actual reductions in expenditures.”
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Councilor Maestas continued, “But we have a $4-5 million swing here in a surplus of revenues and cost
reductions and expenditures, and | don't think we ought to brush that aside, | think that should be
considered. | think we should be conservative, but this could at least help us defer any tax increase until
we can conduct some real well thought-out, right-sizing, look at all of our fee structures, the enforcement
behind the fees, look at right-sizing the organizational structure in the City. There's so much we can do,
but we can't do all that between now and July 1. So | can't support the tax increases, but | really think we
ought to consider this huge net difference between projected reduction in expenditures and projected
revenues above budget.”

Councilor Maestas continued, “And that could save our bacon in terms of down the line avoiding a tax
increase. And then, through the budget hearings as well, we can hear from staff what we need to cover
public safety for annexation. What do we need for all of these ather critical needs. We have needs in
facilities we have a quarter of a million dollar backlog in street improvements. We don't have adequate
equipment for basic snow and ice control. So that would be my recommendations to the Committee at this
point, but | support the rest of the framework, Mr. Chairman.”

Chair Dominguez thanked Councilor Maestas “for your thoughtful comments.”

Councilor Rivera said, “The first question | had was in regard to this document that | believe you put out.. |
don't know Brian, do you want to answer this... but when we're talking about cuts is that specifically
personnel cuts, or what is included in cuts.”

Mr. Snyder said, “Yes, it would a number of... anything would be in cuts. It would be just a reduction in
expenditures. So it could be cuts. It could be cuts in personnel, cuts in services. Anything fo reduce our

expenditure line item.”

Councilor Rivera said, “So it's not formally and completely cuts in personnel. That's not what we're talking
about here. Is that correct.”

Mr. Snyder said that is correct.

Councilor Rivera said, “So, when you're looking for $4 million in 2016, to $5.3 million, it's not an additional
$5.3, it’s..."

Chair Dominguez said, “For clarification, Councilor Rivera, those two columns are eliminated from the
motion."

Councilor Rivera said, “All right. The 17 and 18."

Chair Dominguez said yes.
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Councilor Rivera said, “So that takes that out of it. The next question is on page.... and by the way, | think
this is a great compromise that you are asking. | support it. Obviously on page 5, Item F, | still have issue
with taking two specific departments like the Fire Department and the Transit Department and looking at
them specifically, and getting to the point where we're kind of micromanaging them to look at cuts. | feel if
there were specific savings that could be made, that those departments could come up with those savings
on their own, if that’s what they were looking for. But again, | think it's a good enough document that it's
not worth that much argument. | just wanted to put my comment out there.”

Chair Dominguez said, “Councilor Rivera, just real quick, we'll get to the Resolution after we take care of
the mation on the framework. That is actually going to be Item #6, the specifics. But | agree with you.”

Councilor Rivera asked if the Chair would like for him to wait to discuss this when we discuss the
Resolution on this, and the Chair said yes.

Councilor Rivera said, “With that, | will say that { agree with Councilor Maestas, with increasing GRT and
decreasing expenditures, that it looks like we're going to be in a good position. But | believe the framework
is strong enough that it least gets us going. And if we realize those savings that Councilor Maestas is
talking about, that we can address them throughout the budget process as we go. So, overall, | support
the framework.”

Councilor Trujillo said, “Being that | got this yesterday, | was able to review it last night. Thank you and
Councilor Lindell for the work you did, because it is good work and starts the process. | am very intrigued
as to what Councilor Maestas just mentioned, and | would like to understand it. Difficult decisions have to
be made though, and unfortunately one of the frameworks here is an increase of the GRTs. | don't think it's
something anybody really wants to do, but it is something that has to be put on the table. We were very
fortunate over the years not to have all these tax increases. | think past Governing Bodies haven't been
able to do that, but as Councilor Dominguez always says, we are kicking the can down the street, and that
needs to stop. | do support the framework, but as Councilor Rivera said to you, | think we can incorporate
some of the things Councilor Maestas said during the budget process, and maybe we won't have to do the
tax increase. That's all | have to say Mr. Chair. Thank you.”

Chair Dominguez said, “A couple of final comments. This framework is intended to be just that, a
framework. It doesn't mean that it is not flexible, or it can't change, or if something efse comes up and
there's another solution to resolve some of these problems that we can't incorporate them into that, but it is
a framework. Itis a roadmap, if you will, that gets us down the road. And | must say, | just have to say this
publicly, and for the record. This community has made lots of sacrifices in the past. Over the course of
how many years, we've made plenty of sacrifices. City employees also have made many of those
sacrifices. To think that we have not done our due diligence in the past to make cuts is not fair, because
there have been sacrifices that have been made.”
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Chair Dominguez continued, “Past governing bodies have contemplated raising taxes in the past, and we
haven't done it, because we didn't have the political will, or because a particular Councilor was able to give
a great speech and convince everyone not o do that. But at some point, we have to recognize the fact, if
we want to provide the high level of services that this community deserves and wants, that means we have
to have some cash to make that happen.”

Chair Dominguez continued, “I hear what you are saying Councilor Maestas in terms of the long term, and
P'm not sure if you're suggesting that we raise taxes even more at this juncture, but that's kind of what |
hear, because that's kind of what it's going to take. We can only trim government so much before it starts
to impact the taxpayers and the services they expect, demand and want, and that they pay for quite
frankly. So [ think the framework is, really in many ways in some instances, has been due a long time.
And that is in the form of that new revenue.”

Chair Dominguez continued, “I've been on the Governing Body now for 10 years, and every budget cycle,
every time we go into the budget, there’s always this demand to cut, and we need to cut and we need to
continue to cut. And when someone says, well let's raise some revenue, that all of a sudden is taken off
the table. And it's not fair to the employees. And it's not fair to the public, because at some point
sacrifices need to be made and not just by employees and the public, but by this Governing Body as well.
And that's one of the tough decisions that | think hasn't been made in the past. We've made tough
decisions to cut in the past, but what we haven't done is we haven't made the tough decision to raise new
revenue. And with that, let's go ahead and have a roll call vote, Ms. Helberg.”

VOTE: The motion was approved on the following Roll Call vote:
For: Councilor Lindell, Councilor Rivera and Councilor Trujillo.
Against: Councilor Maestas.

5. REQUEST FOR APPROVAL OF FY 2016/17 BUDGET DEVELOPMENT CALENDAR. (ANDY
HOPKINS)

A copy of the FY 2016/17 Budget Calendar is incorporated herewith to these minutes as Exhibit
“3'"

Chair Dominguez said, “That's going to be good for staff, because now they have something to
work on, but the next thing is the Calendar. And | want to apologize to staff because you are two weeks
late in working on the budget because this Governing Body or this Committee hasn't been able to get past
this paint. And so with the motion we just made and with the approval of this Calendar we can take off and
get things done.”

Andy Hopkins, Budget Analyst, presented information regarding this matter, saying it was an

oversight, and they meant to put it on the last Agenda for approval, noting at this point the approval is a
formality, because they already have training scheduled for tomorrow and Friday.
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Chair Dominguez asked the reason approval is requested on the Budget Calendar itself

Mr. Rodriguez said it so the public knows the schedule as well, noting a lot of the dates also are
invitations to the public to review the calendar. He said, | think it's a very basic step in transparency here,
so everybody knows when things are going to happen.”

Councilor Maestas asked, “The $15 million deficit, that number doesn't include any additional
funds for staff to consider or for you to consider in the budget. So what was the reason for the delay. |
guess to make cuts, if we didn't identify additional revenue sources.”

Mr. Rodriguez said, “Yes sir. | think the Chair would agree, unless | heard differently, this was
going to be very different in the budget. Now | think we're all on the same page, and we're going fo try and
produce a budget that meets this framework.

Councilor Maestas said, “But we're still looking at, essentially, fiat budgets and there's not going to
be any real increase.”

Mr. Rodriguez said as explained in the past, there is nothing that is a flat budget. There s
inflation, so even if it's the same money, it actually costs something. He said, “And one thing is going to be
very different, and I'l just follow up to your observation earlier about higher than budgeted ending balance.
I have been communicating that to you for some time, and | recommended that we use that to put into the
Capital Improvement Program. So it's those resources that you've plowed into capital improvements that
eventually will be used to make improvements.” He gave the example of the funds for the new accounting
and Land Use Software that will be funded from the cash that seems to building up in the ending balance
right now.

MOTION: Councilor Lindell moved, seconded by Councilor Trujillo, to approve the proposed FY 2016/17
Budget Calendar, as presented.

DISCUSSION: Councilor Rivera asked, since we're looking to do quite a bit with this budget, there is only a
4-5 day period before Council to review it all, make changes during that week, decide what we're going o
do, and then it goes to Council for the first reading. He said, “There’s nothing in between there to address
any changes, or address any issues that may come up. | don't know if Andy or Oscar want to address this,
but from March 2 to the 25", there’s 23 days. And is that all that is needed for Finance Department
review.”

Mr. Rodriguez said, “Yes sir. Normally, we have a little more time and | cut a week of that off, and that's
because, well, there are a ot of moving parts that have to be put tagether. One of the things we plan to
put together are recommendations for major policy changes we have to bring to you so we can achieve

these things.”

Councilor Rivera said, “And then there’s another 18 days in preparation of presentation material for the
Finance Committee. Are all those days needed as well,”
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Mr. Rodriguez said, “Again, this is two weeks less than what we normally use. Having done this one time
before, | can tell you each of those days are very very busy, just focusing on the budget.”

Councilor Rivera said,”l am concemed that really this leaves little room for the Finance Committee to
review everything that is presented, make any changes we may have staff come back to us with,
potentially, additional changes or additional information before it actually makes it to Council. So, Fll just
leave that for the record.”

Chair Dominguez said, “That's a fair observation. 1 think that certainly we will be flexible as we get closer
to the end of April through May, or through the end of May, to make sure we have enough discussion.”

Mr. Hopkins said, “These are only sessions for the Finance Committee review that are cumently scheduled.
There is, of course, room to schedule additional meetings as time permits for all the Councilors’ schedules
on the Finance Committee. But, as of now, this is kind of a general framework. Of course it's expected
that, as we go along, there may be some changes in the schedule, including additional meetings of the
Finance Committee to consider. So this is just a preliminary schedule in that respect. There is nothing
saying that we can’t expand the time that Finance has to review it before it goes to Council, or anything like
that. This is your prefiminary timeframe.”

Mr. Rodriguez said, “Actually addressing Councilor Rivera's observation, | want to clarify, and | apologize if
it's not clear enough. The intention was a week after April 4%, after the City Manager has corrected our
budget. That's when we begin to print to you guys information that starts to get to you at that point. And
S0, obviously, we can schedule some other times there, but we were thinking that's when we start getting
the hard copies, or at least the 20 copies of the draft."

Councilor Rivera said, “So starting April 4" [inaudible because two people talking at the same time].”

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

6. REQUEST FOR APPROVAL OF A RESOLUTION PROVIDING GUIDANCE ON THE
STRUCTURE OF THE BUDGET OF THE CITY OF SANTA FE AND CERTAIN REPORTING
REQUIREMENTS. (COUNCILOR IVES). (OSCAR RODRIGUEZ) Committee Review: Public
Works Committee (no recommendation) 01/25/16; Finance Committee (no action taken)
02/01/16; and City Council (scheduled) 02/10/16. Fiscal Impact - No.

A copy of a Legislative Summary for the Resolution on Budget Guidance, with the attached
Substitute Resolution, FIR, and Original Resolution, is incorporated herewith to these minutes as Exhibit
ll4.ll

A copy of Resolution No. 2015-110, sponsored by Councilor Joseph M. Maestas, adopted by the
Goveming Body on December 9, 2015, is incorporated herewith to these minutes as Exhibit *5.”
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Chair Dominguez said, “This is intended to be the legislation that gives direction to management in
how it is supposed to address both revenue and cuts, generally speaking. There's 3 versions out there.
There is one that both Councilor Ives and myself worked on, which | believe he has endorsed the one that
Councilor Lindell and | have kind of narrowed it down to [Exhibit “1 "]. And then Councilor Maestas has his
piece of legislation on the table as well. Some of the stuff that Councilor Maestas has asked for are in the
one that Councilor Lindell and | have worked on. I'm not quite sure how the Committee wants to go
through these. For all intents and purposes, the legislation does reflect the framework that was approved,
but there are opportunities for us to have some debate, and maybe to change some of the language and
citations in the legislation if we want to do that.”

Councilor Rivera, referring to page 5 of the Resolution, beginning on fine 5, said,"So, again, not to
belabor the point oo much, but where we're singling out two departments to really look at. And [ know it's
calling for an evaluation and report, but we could do this with every department. Just eliminating it, or
stopping where it talks about "...take home vehicle policies and practices, and leaving it there would be
good. But | think it's a good enough Resolution that I'm not going to harp on it too much.”

Councilor Rivera continued, “Also on page 5, ltem (c). When you guys were discussing this, the 1-
2 mils for the property taxes, was there any discussion of what the property tax is. Was there any going to
specific departments like those mentioned on the front to provide basic services, or is it just a general 1-2
mils.”

Chair Dominguez said, “[ think it was just intended Councilor, to have it in there, generally
speaking, to have the flexibility we need to apply it however we need to apply or want to apply it at some
point.”

Councilor Rivera said, “So, I'l just say this for the record is that | would support it, 1 to 2 mils, more
specifically again because it's going to be something that will be affecting everybody. If it went to really
those basic services which are provided to everybody which are identified on page 4. Number 6 talked
about Public Safety, Public Utilities, Public Infrastructure specifically those as we move on in discussion,
we can have those a little bit further.”

Councilor Rivera continued, "The last thing | had a question on and want to talk about, was on
page B, ltem 10 [line 13] where it says, ‘Explore, in partnership with appropriate public and private entities;
the feasibility of privatizing or regionalizing services...." | think, if 'm not mistaken, and | don’t know if
there's anybody from the City Attorney's Office here, or maybe Brian might know — is there language in the
individual collective bargaining agreements that address privatizing of services.”

Mr. Snyder said, I can’t speak to each of the contracts individually. | know from sitting on the

management team with AFSCME, there may be some language in their contract. I'll see if I can get more
specifics and get it to you.”
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Councilor Rivera said, ‘I don't want to have staff to waste a lot of time in exploring or looking at
privatization if it's really not allowed within the collective bargaining framework, or in the contracts
themselves. So if we can just look at that before we have staff take a look at any of those. And with that,
Mr. Chair, that's all | have. | had no real recommendations for changes. | made my comments about my
concern about that, but | really think overall, it's a good Resolution and | appreciate the effort put into it.”

Chair Dominguez said, “I'm going to try to track some of these potential changes to maybe put
some language in there that might work for everyone as we go through, so I'll do that.

Councilor Maestas said, “I'm a little confused. We were working with one Resolution which was
Councilor lves’ Resolution, and there was another Substitute Resolution where he had signedon as a
sponsor. And last week we were given instructions to provide comments by 4:00 p.m. on Friday, which is
what | did. And | spent a lot of time on that. And now we're moving to yet a third Substitute Resolution
which is not even on the caption for today's meeting. So what are we working from. Are we working on
Ives' Resolution still."

Chair Dominguez said, “As | mentioned before, all pieces of legislation are on the table for
consideration. So you can advocate for yours, and you can even make a motion to get yours approved,
and if there is a second, then we move in that direction. Or | guess we try to work together to blend it all in.
As I mentioned before, some of the stuff Councilor Lindell worked on, incorporates some of your langugae
in there, but obviously not all of it. So fatal.”

Councilor Maestas asked, “Can we act on this, because...”
Chair Dominguez said, ‘| asked staff about that last week, and | was assured that we could.”

Councilor Maestas said, “| think Substitute Resolution #3, still has gross receipts taxes and
property taxes in there, which my changes did not have that. Also, my comments on Resolution #2, which
was Ives-Dominguez, asked that the Resolution we passed as a Governing Body back in December,
Resolution 2015-110, asking for efficiencies comprehensive across the board, and we don’t have any
results from that. And | think that's another reason why I'm taking this position, because this was still, |
think early enough, prior to the policy process to yield some results and give us some ideas of where we
can realize some efficiencies. So yes, I'm just trying to get my bearings straight here. So everything is still
alive, #1, #2 and #3. Is that correct. | mean, Ives-Dominguez is #1. My comments on Ives-Dominguez |
guess is #2, and then the Lindell-Dominguez is #3.”

Chair Dominguez asked if he is looking at the spreadsheet.

Councilor Maestas said, “Yes. Thank God, somebody at least did a comparison of all pieces of
legislation.”

Chair Dominguez said, “You're welcome. And it's only because | couldn’t understand how to
continue, so | went through the exercise myself o do that, with Jesse's help.”
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Councilor Maestas said, “That's all | had Mr. Chair. | mean, | can't supportit. | meanit's
consistent with the framework and | can't support that framework as itis. Because on page 5, #8, #3(a)
and #8(c) call for an increase in gross receipts, an increase in property taxes. And | would have been
happy to provide comments on this, even track changes, but there was just na time. | thought | abided by
the direction of you to submit comments.”

Chair Dominguez said, “And I just want to thank the Committee for doing that. This isn't an easy
process and there’s always going to be, as we even saw today, last minute changes and tweaking of
language and all sorts of things. And so, in many ways..”

Ms. Helberg asked for clarification from which Resolution Councilor Rivera was quoting.
Councilor Rivera said, “It was the Dominguez-Lindell Resolution.”
Chair Dominguez said that was part of the Dominguez-Lindell Framework.

Councilor Trujillo said, I guess the one by you and Councilor Lindell is the one that is on the table,
because it's what we're having the discussion about. | would consider that the one between you and
Councilor Ives would be dead, as well as the one by Councilor Ives as well. Because, as you tofd me just
now, you said Councilor Ives supports your bill. Right. | just want to get clarification. Are the two dead.
The only ones | see right now that are technically alive are the one that you and Councilor Lindell had, and
Councilor Maestas’ right now. Those are the two | think we should be discussing and scrap the other 3,
because it is confusing.”

Chair Dominguez said, “So the only reason they're stilt on the table Councilor Trujillo, is because
there has been no motion to either approve or reject any of those pieces. So they're still alive until the is
some action taken on either one.”

Councilor Trujillo said, | just see right now is that the discussion has been centered on yours and
Councilor Maestas',

MOTION: Councilor Trujillc moved, seconded by Councilor Lindell, to kill the original Resolution proposed
by Councilor Ives and the Ives-Dominguez Substitute Resolution.

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

Chair Dominguez said, “Now on the table, are still the Maestas Substitute and the Dominguez
Substitute.”

Chair Dominguez said, f want to go back to what Councilor Rivera was talking about in terms of
the Fire Department and the Vehicle Take Home Policy or policies. Can you tell me what page that's on,
Councilor Rivera. I’'s Item F on page 5, starting on line 4. One of the things we can do is put in there, as
an example, looking at the creation of a City-wide motor poal, so on and so forth. | think the bottom line is
that staff is going to be required to look at things across the board, and it's not going to be limited to those
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that are explicit in thes document. That's really going to be the bottom line, but if we want to give them
more direction and be a little bit more clear about looking broadly across the table, and not just at these
items, we can do that.”

Councilor Rivera said, "The Vehicle Policy should be across the entire City, not specific to two
departments | would think. So, | would think if they would identify potential ways to save money through
these, if they would then present that through the process, but I'm not sure it should really be us pushing in
a specific direction. But again, ! think we need to move forward, and | think this is a good enough
document, that I'm okay leaving it in and we just move forward. | think we're okay. | think it is important
that we move forward, and !'ll ask appropriate questions when the time comes.”

MOTION: Councilor Lindell moved, seconded by Councilor Trujillo, to approve the Substitute Resolution
introduced by Councilor Dominguez and Councilor Lindell, providing guidance on the structure of the
budget of the City of Santa Fe and certain reporting requirements.

DISCUSSION: Councilor Maestas said, “Just one comment. | think maybe if we can ask staff to do what
was done two years ago. And they gave us a kind of supplemental list of their needs. It wasn't
incorporated into the budget. And they obviously have to be critical needs. And | know we have critical
needs. And | want us, if we're going to go there and raise taxes, we ought to look at everything and not
just this 10 year or 8 year legacy deficit. | think it's our job to address the current needs as well, and this
framework doesn't do that. And if we're going to go there and raise taxes, | strongly, strongly recommend
that we assess the current needs as well, in addition to addressing this deficit.”

Councilor Maestas continued, “And | think if we can do that in the course of at least the budget, 1 think the
community might think differently about your decision to raise taxes, and | think it's going to be substantial.
Because again, as | pointed out earlier, this is not an easy decision, but | don't think we're addressing
everything we need to right now. And it's not going to be easy to come back next year when we find out
what these future needs are to raise taxes again. It's just not realistic, and | think it would be wise for us to
do that. And I know Oscar you have concemns about taking your eye off the deficit and locking at current
needs, but ! think we need to consider everything.”

Chair Dominguez asked if we have the list from last year. He said, “The Councilor is right. We can raise
taxes even more if you like Councilor Maestas, to really get to all of those critical needs that the entire City
has, because that's the magnitude of the dilemma that we're faced with. We are not going to reach all the
needs the City has that have been articulated in the past by eliminating those needs through cuts, [ guess.
If you want, do we still have that list from last year.”

Mr. Rodriguez said, “Yes sir, we do, but we have been trying to change our budgeting process completely,
what's proposed, and then we have two budget processes - the Capital Budget and the Operating Budget.
And our call to the departments are give us your needs there, and so we will consider all of the critical
needs there, and that's the plan that comes forward to you, as opposed to give us a list that's on the site. |
think that would be, at least from my standpoint, that would be a very hard benefit to communicate to the
departments. Cut, but give me this list on the site.”

SPECIAL FINANCE COMMITTEE MEETING: February 9, 2016 Page 14




Chair Dominguez asked Councilor Maestas if he wants that same list.

Councilor Maestas said, “I see nothing about all the needs they are deferring. It is not inconsistent with
them submitting a budget that meets this framework.”

Chair Dominguez asked, “So, we have our capital budget. Right. And some of the critical needs that are
in there from last year, a lot of them were capital. But there are also some operational budget critical
needs. And some of those critical needs may be, staff is going to come back and say, well | really need 5
more positions for whatever function it is they're working on. I'm just trying to get some clarification on
what you mean by critical needs and what you want from staff.” '

Councilor Maestas said, “Well two years ago, | remember | added up all the requests that weren't in the
budget by each department, and I thought it was, Brian, wasn't it like $8-10 million. It probably was a lot
more than that. And you know, we weren't in a position to really evaluate the needs since we didn't have
the budget to address them, But, if we're going to go and raise taxes.... what I'm saying Mr. Chairman is,
I'm not afraid to make these decisions, but in my opinion, we need context, and we don’t have context. The
only context we have right now is the deficit. We don't have context in term of what the current needs are.
We don’t have context from Resolution 2015-110, that directed the City Manager to identify efficiencies
and cost reductions. You know, it's not about making the tough decisions, it's about having the proper
context. | know we're not going to have all the information, but all we have is the context of the deficit,
And I'm saying if you're going to take this big step, | think we need to look at current needs. That's all !
wanted to say.”

Chair Dominguez said, “Well thank you. Let's see if we can't get the list we provided last time, and maybe
that will help. | think, in terms of context, Councilor Maestas, | hear you, | understand what you're saying.
But | feel like | have been debating or considering the context for 10 years now. There's a lot to it and we
can continue to ask questions.... there's just a lot to it. We'll go ahead and get that list from the last time
around. If we can just make sure the Committee gets before we even get to budget hearings. And if
there's more that we need to expand on, we can go that route.”

Councilor Maestas said, “Mr. Chair, look, | just want to, just for the record, state that even though maybe
it's obvious to many people that we can't make up this deficit with cuts.... But going through the proper
sequence of thoroughly identifying all the cuts and putting a number on that, and then collectively coming
to the conclusion that we can't balance the budget with cuts. 1 think that still goes a long ways, | think, in
the eyes of our community. And we didn't do that, and we had that opportunity to do that.”

Councilor Maestas continued, “And then the other thing, Mr. Chair, is | want my comments in the record on
the Ives-Dominguez bill that we killed. | at least want those to be in there, because | think there is some
other cost reduction proposals in there that didn’t make it into the Dominguez-Lindell Resolution.”

Chair Dominguez said, “ think we'll still be able to get some of that done during the actual budget process.

We can go down the road on some of those items at that time. So we can do that. But in terms of
wordsmithing the piece of fegistation.... we have a motion on the table right now. Okay."
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VOTE: The motion was approved on a voice vote, with Councilor Lindell, Councilor Rivera and Councilor
Trujillo voting in favor of the motion and Councilor Maestas voting against.
1. MATTERS FROM THE COMMITTEE

Chair Dominguez thanked everyone for being here this afternoon and for the work they've done
thus far, although there is sill a lot more to do. He thanked staff for their work in getting us here, saying,
“Thank you Yolanda. Anybody else from the Committee want to make comments. No. Okay we will move
to adjournment.”

8. ADJOURN

There was no further business to come before the Committee, and the meeting was adjoumed at
approximately 4:00 p.m.

Comuways

Carmichael A. Donirlguez, Chair

Reviewed by:

Oscar S. Rodriguez, Finance Director
Department of Finance

Melessia Helberg, Stefiographer
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Dominguez — Lindell Compromise Framework
(all amounts are approximations)

Deficit closed by end of FY 2018/19
Operating Deficit at July 1 15.0 0.0 0.0
New Revenue*
Tax Blend (GRT & Property) 3.8 3.8 3.8
Increased Collections & Fees 2.5 2.5 2.5
Cuts* 4.0 5.3 6.3
Franchise Fee* 4.7 4.7 4.7

*

Cumulative
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Substitute Resolution

CITY OF SANTA FE, NEW MEXICO
RESOLUTION NO. 2016-__

INTRODUCED BY:

Councilor Carmichael Dominguez

Councilor Signe Lindell

A RESOLUTION
PROVIDING GUIDANCE ON THE STRUCTURE OF THE BUDGET OF THE CITY OF

SANTA FE AND CERTAIN REPORTING REQUIREMENTS.

WHEREAS, the annual Budget of the City of Santa Fe is a critical document in the
City’s annual planning processes; and ' |

WHEREAS, the annual Budget should promote transparency in the fiscal affairs of the
City of Santa Fe; and

W}[EREAS, the annual budgeting process should promote the ability of the Governing
Body to méke policy priority choices for programs and funding each fiscal year; and

WHEREAS, changes are required in the annual budgeting process to ensure that the
budget is properly balanced and the goz.lls set forth above are realized; and

WHEREAS, the City Finance Department has advised the Governing Body that in the
next fiscal year, 2016-2017, the City faces an estimated $15,000,000 budgetary shortfall, and
needs to correct some prior practices (inéppropriate allocation of City labor charges, bridged

expenditures, special fund carryover deficits, etc.) within the budget, all of which have accrued
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Substitute Resolution

over a series of years; and

WHEREAS, the estimated budgetary shortfall does not incorporate any additional, vital
needs that have been deferred for many years and continue to increase; and

WHEREAS, meseting these additional, vitaI needs is substantial and includg public
safety, community development, infrastructure, and quality of life facilitim,. sei'vices, and
programs; and

WHEREAS, these additional, vital needs are critical to establishing a thriving economy
and community with a high quality of life; and

- WHEREAS, preliminary: analysis of City staffing’ levels suggests that those staffing

levels are higher than in cities of comparable size, operation and structure; and

WHEREAS, the Governing Body needs to provide guidance on solutions to these
identified budgetary challenges. \~

NOW THEREFORE BE IT RESOLVED THAT the annual City of Santa Fe Budget
and the annual budgetary process shall be guided and ,;g,overned by the following policies and
reporting requirements: |

1. The City Manager shall, with policy guidance“from the Governing Body, bring

forth a one year plan to eliminate the budget deficit estimated at $15,000,000 using a

combinatioﬁ of spending cuts and revenue enhancements. |

2. The City Manager shall analyze and compare comparison cities staffing, service

and expenditure levels to those of the City of Santa Fe, ona department by department,

division by division level, and present the findings of such a comparison within 45 days

of the adoption of this Resolution to the Governing Body.

3. Each City department and division will prepare and present performance

indicators to be used to assess annual performance within the department or division and

to allow for strategic budgetary policy considerations.
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Substitute Resolution

4. The City Manager shall identify and recommend specific cuts in positions,
expenditures and enhancements in revenues and potential fee increases, resulting in
attaining a balanced budget after one year, specifically considering among other matters,
the following:

a. . Establishment of a reasonable charge to the City’s utilities, similar in

nature to a utility franchise fee;

b. Necessary cuts or realignments of staffing leyels utilizing

attrition and reassignment wherever possible;

c. Cost reduction opportunities in the procurement of equipment, products,

services, and supplies that includes in-sourcing, more  economical

procurement instruments, outright elimination, etc.;

d. Continued delivery of necessary services to those youth and seniors

living in poverty;
5. Recognizing that based on preliminary work performed by the City Managér in
evaluating its staffing levels and the fact that employee expense equals approximately
80% of the City’s annual budget, reductions in the number of City positions and/or the
expenses associated therewith will be a necessary part of the reduction and elimination of
the budget deficit, the City Manager shall bring forward a plan for reasonable reductions
in staffing levels, maximizing reductions through attrition, while ensuring that base
services are maintained at acceptable levels of service. Said plan shall additionally look
at early retirement incentives, and reductions in health plan coverage to ensure that health
plan excise taxes are minimized by the City (based upon the last estimate given during
the 2015-2016 budget process, such taxes will, absent changes to the City health plan,
begin being imposed in the 2016-2017 budget year and will rise to $5,000,000 annually

after 7-8 years).
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6. Basic services to be maintained in the budget process are public safety (police
and fire services), public utilities (water, solid waste, waste water), public infrastructure
(streets, sewer), social Safety net for those in need within the City (homeless shelter,
services to youth and seniors in poverty), and efficiencies from the use of updated IT
systems and other technoclogies. |
7. Staff is directed to review, analyze and report to the Governing Body on the
following potential expenditure cuts, along with others that they identify, some of which
are currently in process based on other actions by the Governing Body and by staff:
a, Reduction of interest expense through pay down of City debt, such as the
2006 $34,000,000 water bond;
b. Exploration of opportunities for greater efficiency and cost savings from
updating or upgrading the City’s IT infrastructure, recommending changes to
City IT systems that would result in cost reductions within a 24 month period,
including, by way of example and not limitation, systems that would allow and
promote direct deposit of payroll checks; |
c. Preparation and delivery to the Governing Body of a report on overtime
use across each' department and division, identifying structural, scheduling or
other changes that can be implemented to reduce overtime, in any and every
form, to minimal amounts;
d. ~ Evaluation, report and make recommendations on leave policies
throughout the City, focusing on reasonable limitations on annual accrual of
leave and consequential financial liabilities;
e Identifying possible incentives for early retirements and voluntary exits.
Identify and report on each position within the City that has been vacant for a

period of one year or more and make recommendations to eliminate it or bring
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forward compelling reasons for its retention or elimination during the annual
budget process; and provide a report to the Governing Body monthly on what
vacancies have been filled; and

f. Evaluation and report on potential savings from changes to the City’s
practices on use of vehicles, including creation of a citywide motor pool, take
home vehicle policies and practices, and including specifically protocols within
the fire department to dispatch a ladder truck with an ambulance to any call for
service. This shall include an analysis of when passenger vans can be utilized in
lieu of full size buses.

Staff is directed to review, analyze and report to the ‘Goveming Body on the

following potential revenue enhancement means, along with others that they identify;

a. An increase in gross receipts taxes of 1/8 of a percent pursuant to the
authority granted to the City to raise gross receipts taxes in light of the State of
New Mexico elimination of the hold harmless payments previously made to
cities and counties; such an increase would raise revenues an estimated
$3,800,000;

b. The City’s additional efforts at collection of revenues due it from various
fees, fines and penalties, identifying the amount in such fees, fines and penalties
that exist and what steps need to be undertaken to ensure collection of those
monies;

C. A potential increase in property taxes in the amounts associated with 1-2

‘mil, and specifically addressing any means of lessening the impact of such an

increase on those citizens within our community living in poverty or on fixed
incomes, who have the least ability to absorb such an additional increase, and

specifically addressing whether such a tax could be applied to luxury and/or
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second homes; and
d. The existing 411 funds in which the City has approximately
$220,000,000 to determine what funds are required to be maintained and what
funds can be closed with any excess funds being transferred into the general fund
account.
9. In preparation for budget hearings and to the extent reasonably practicable,
within the budget, and at a level that allows for policy priority making by the Governing
Body, each department and each division within a department shall develop performance
indicators and provide data on the effectiveness of the programs and expenditures of the
City in the prior fiscal year as well as the current state of need in the area of the particulaf
program; staff shall perform such functions and report to the Governing Body making
program support and funding recommendations
10. Explore, in partnership with appropriate public and private entities; the feasibility
of privatizing or regionalizing services currentiy provided by the City.
11. The City Manager shall place an emphasis on project management to ensure that
projects are delivered on time, within budget and in accordance with Governing Body
policy; and the City Manager shall ensure that regular annual performance evaluations
are done on all appropriate staff including Capital Imﬁrovement Project Managers.

PASSED, APPROVED AND ADOPTED this day of , 2016,

JAVIER M. GONZALES, MAYOR

ATTEST:
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YOLANDA Y. VIGIL, CITY CLERK

APPROVED AS TO FORM:

KELLEY A. BRENNAN, CITY ATTORNEY

M/Legislation/Resolutions 2016/Budget Guidance CD-SL Substitute
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Ives/Dominguez Substitute

WHEREAS, the annual Budget of the City of Santa Fe is a critical
document in the City’s annual planning processes; and -

Maestas Substitute

WHEREAS, the annual Budget of the City of Santa Fe is a critical
document in the City’s annual planning processes; and

Lindell/Dominguez Substitute

WHEREAS, the annual Budget of the City of Santa Fe is a critical
document in the City’s annual planning processes; and

WHEREAS, the annual Budget should promote transparency in the fiscal
affairs of the City of Santa Fe; and

WHEREAS, the annual Budget should promote transparency in the fiscal
affairs of the City of Santa Fe; and

WHEREAS, the annual Budget should promote transparency in the fiscal
affairs of the City of Santa Fe; and

WHEREAS, the annual budgeting process should promote the ability of
the Governing Body to make policy priority choices for programs and funding
each fiscal year; and

WHEREAS, the annual budgeting process should u_‘o.:ﬂ.:m the ability of
the Governing Body to make policy priority choices for programs and funding
each fiscal year; and

WHEREAS, the annual budgeting process should promote the ability of
the Governing Body to make policy priority choices for programs and funding
each fiscal year; and

WHEREAS, changes are required in the annual budgeting process to
ensure that the budget is properly balanced and the goals set forth above are
realized; and

WHEREAS, changes are required in the annual budgeting process to
ensure that the budget is properly balanced and the goals set forth above are
realized; and

WHEREAS, changes are required in the annual budgeting process to
ensure that the budget is properly balanced and the goals set forth above are
realized; and

WHEREAS, the City Finance Department has advised the Governing Body
that in the next fiscal year, 2016-2017, the City faces an $11,000,000 to
$15,000,000 budgetary shortfall, and needs to correct some $5,000,000 to
$6,000,000 in realignments within the budget, oll of which have accrued over a
series of yeors; and

WHEREAS, the City Finance Department has advised the Governing Body
that in the next fiscal year, 2016-2017, the City faces an estimated $15,000,000
budgetary shortfall, and needs to correct some realignments (inappropriate city
labor charges, bridged expenditures, special fund carryover deficits, etc.) within
the budget, all of which have accrued over a series of years; and

WHEREAS, the City Finance Department has advised the Governing Body
that in the next fiscal year, 2016-2017, the City faces an estimated $15,000,000
budgetary shortfall, 2nd needs to correct some prior practices {inappropriate
alfocation of City labor charges, bridged expendituses, spedial fund carryover ’
defidits, etc.) within the budget, all of which have accrued over a series of
years; and

WHEREAS, the estimated budgetary shortfall does not include any

1 additional, vital needs that have been deferred for many years and continuve to

increase; and

WHEREAS, the estimated budgetary shortfall dees not incorporate any
additional, vital needs that have been deferred for many years and continue to
increase; and )

WHEREAS, these additional, vital needs are substantial and include
public safety, community developmant, infrastructure, and quality of life
facilities, services, and programs; and

WHEREAS, meeting these additional, vital needs is substantial and
include public safety, community development, infrastructure, and quality of life
facilities, services, and programs; and




2. The Governing Body shall identify and implement viable
measures to sustainably improve operational and organizational efficiencies as
permanent cost reductions before considering tax increases.

.3 The City Manager shall fully implement Resolution 2015110, “A
Resolution Requesting the City Manager Evaiu; ible Efficiencies Within
City Operations That Might Help Close the vma:_..m Deficit in Fiscal Year
2016/2017 Including Implementing a Conditional Hiring Freeze,” approved by
the City Council on December 9, 2015 and report results in 30 days.

3. The City Manager shall analyze and compare the Comparison Cities
staffing, service and expenditure levels 1o those of the City of Santa Fe, on a
department by department, division by division level, and present the findings of
such a comparison within 45 days to the Governing Body. Future year budgets
shall be prepared ensuring that City programs are competitive with the
efficiency indicators derived from the comparison with comparable cities.

4. The City Manager shall analyze and compare comparison cities
staffing, service ‘and expenditure levels to those of the City of Santa Fe, on a
department by department, division by division level, and present the findings of
such a comparison within 45 days to the Governing Body. Future yeor budgets
shall be prepared ensuring that City programs are competitive with the

efficiency indicators derived from the comparison with comparable cities.

2. The City Manager shall analyze and compare comparison cities staffing,
service and expenditure levels to those of the City of Santa Fe, on 2 department
by department, division by division level, and present the findings of such a
comparison within 45 days of the nnntaua o\ this Resolution to the Governing
Body. .

1

4. The Governing Body, on the basis of the comparison of efficiency
indicators and the ollowing guidelines shall m<w_.==m nnn_w:n n:n mxun:aﬁcﬂu
‘and mm%m i&m for gs.m.m:am-n years: T
<@t WWithin fivé years, the City's debt- mm:_mnm i._zua Su,_zn!:ma ata
_m<m. of 10% ‘of the total operating budget” E s
: b= “«Phe City's detit service 2.._:3 :.&58.!& ata _mcm_ :on

mxnmm&:m 31, 200'per capita;”’

e ﬁin.mﬂw u§:m§n§ tvestrhent’ m:n__ mx&m&.ﬂ 33_ Bu_nw_
depreciation;

4~ - ‘Onetime reveriue will be'used for onetime costs, projects or -
initiatives; h o , : )

R - City Infrastructure and critical mission services sholf be ™
prioritized; 7 T v '

r Foch City department and division will prepare and present
performance indicators to be used to assess annuaily performance within the
department or division and to aifow for strategic, budgetary policy
considerations.

S. The Governing Body, on the basls of the comparison of efficiency
Indicators and the follawing guidelines shall. nﬁh:m.nn mmmm:w and mxvm_..n_»__qnm
and 82.8m aemwa« mhﬁmu:&mzoaa. B

a7 - Within five years; the City’s nowqmm_.sam i=_ _un Bmgﬁzmn n» a
_mcn_umﬂc*nq#ﬁg_ operating budget; U - ’
- Thie ity m%S ao..snm will be’ 3&:2:3 at m‘sa_ :S

—

b
mxnmmn. :m mu 200 percapita; :
- ‘Thé City's u::.._n_ Sn_nw_ investment shall exceed its total Bu_ﬁ_
nnﬂqnnmeoz
e. City infrastructure m_.s_ critical mission services shall be
prioritized;

3. - Each Gty departnient and division will prepare and present
performance indicqtors to be used to assess annuaily performance within the
ngaaggﬂnia%iggg&aiiq ' '
Banﬁu.d.a,u:w. C




7. staff is directed to review, analyze and report to the Governing Body on
the following potentiat expenditure cuts, along with others that they identify,
some of which are currently in process based on other actions by the Governing
Body and by staff:

a. Reduction of interest expense through pay down of City
debt, such as the $34,000,000 water bond;

b. Explore opportunities for greater efficiency and cost
savings from updating or upgrading the City’s IT infrastructure, recommending
changes to City IT systems that would result in cost reductions within a 24 month
period, including, by way of example and not limitation, systems that would
allow and promote direct deposit of payroll checks;

[ Prepare and deliver to the Govering Body a report on
overtime use across each department and division, identifying structural,
scheduling or other changes that ¢an be implementad to reduce overtime, in any
and every form, to minimal amounts;

d. " Evaluate, report and make recommendations on leave
policies throughout the City, focusing on reasonable limitations on annual
accrual of leave;

e. identify and report on each position within the City that
has been vocant for a period of one or more years or more and make
rec lations on r Jon or elimination during the annual budget
process; and provide a report to the Governing Body monthly on what
vacancies have been filled; and

f. Evaluate and report on potential savings from changes
to the City’s practices on use of vehicles, including creation of 2 citywide motor
pool, take home vehicle policies and practices, and including specifically

protocols within the fire department to dispatch a ladder truck to be dispatched |

with an ambulance to any call for service.

8. Staff is directed to review, analyze and report to the Governing Body on
the following potential expenditure cuts, along with others that they identify,
some of which are currently in process based on other actions by the Governing
Body and by staff:

a. Reduction of interest expense through puy down of Gity
debt;

b. leave policies throughout the City, focusing on
reasonable limitations on annual accruol of leave and consequential financial
liabilities; ,

[ Identifying possible incentives for early retirements and
voluntary exits;

d. Evaluate and report on potential savings from changes
to the City’s practices on use of vehides, induding creation of a citywide motor
pool, take home vehidie policies and practices, and Including specifically
protocols within the fire department to dispotch o ledder truck with an
ambulance to any call for service. ‘ :

7. staff is directed to review, analyze and report to the Governing Body on
the following potential expenditure cuts, along with others that they identify,
same of which are currently in process based on other actions by the Governing

Body and by staff:

a. Reduction of interest expense through pay down of City
debt, such as the 2006 $34,000,000 water bond;

b. Exploration of opportunities for greater efficiency and

cost savings from updating or upgrading the City’s IT infrastructure,
recommending changes to City IT systems that would result in cost reductions
within a 24 month period, including, by way of example and not limitation,
systems that would allow and promote direct deposit of payroll checks;

c. Preparation and delivery to the Governing Body of a
report an overtime use across each department and division, identifying
structural, scheduling or other changes that can be implemented to reduce
overtime, in any and every form, to minimal amounts;

d. Evaluation, report and make recommendations on leave
policies throughout the City, focusing on reasonable limitations on annual
accrual of leave and consequential financial liabilities;

e. Identifying possible incentives for early retirements and
voluntary exits. Identify and repert on each position within the City thot has
been vacant for a period of twa years or more and make recommendations.to
eliminate it or bring forward compelling reasons for its retention or elimination
during the annual budget process; and provide o report to the Governing Body
monthly on what vacanties have been filled; and
) f. Evaluation and report on potential savings from changes
to the City’s practices on use of vehicles, including creation of a citywide motor
pool, take home vehicle policies and practices, and inciuding specifically
protocols within the fire department to dispatch a ladder truck with an
ambulance to any call for service. This shall include an analysis of when
passenger vans can be utilized in liev of full size buses,

8. Staff is directed to review, analyze and report to the Governing Body on
the following potential revenue enhancement means, along with others that
they identify: )

a. A two cents goas tax increase, which would raise an
estimated $950,000 in revenue for core services relating to public rights-of-
way;

b. An increase in gross receipts taxes of 1/8 of a percent
pursuant ta the authority granted to the City to ralse gross receipts taxes in
light of the State of New Mexico elimination of the hold harmiess payments
previously made to cities and countles; such an increase would raise revenues
an estimated $3,800,006;

c. Modifications to the City’s short term rental ordinance
that will both make the application of the ordinance more equitable, but
ensure thot revenues due to the City are in fact collected;

d. Evaiuate the City’s additional efforts ot collection of
revenues due it from various fees, fines and penaities, identifying the amount
in such fees, fines and penalties that exist and what steps need to be
undertaken ta ensure collection of those monies;

e. Evaluate and report on a potential increase in propeity
taxes in the amounts of 1-2 mii, and specifically addressing any means of
lessening the impact of such an increase on those citizens within our
communily living in poverty or on fixed Incomes, who have the least ability to
absorb such an ndditional increase, and spedifically addressing whether such a
tax could be applied to luxury and/or second homes; and

1 they identify:

9. staff is directed to review, anatyze and report to the Governing Body on
the following potential revenue enhancement means, along with others that

a. Evaluate the existing 411 funds in which the City hias
approximately $220,000,000 to determine what funds are required to be
maintained and what funds can be closed with any excess funds being
transferred into the general fund account; and

they identify;

8. Staff is directed io review, analyze and report to the Governing Body on
the following potential revenue enhancement means, along with others that

a. An Increase in gross receipts taxes of 1/8 of a percent
pursuant to the authority granted to the City to raise gross receipts taxes in
light of the State of New Mexico efimination of the hold harmiess payments
previously mode to cities and counties; such an increase would ralse revenues

an estimated $3,800,000; and

b, The City’s additional efforts at collection of revenues
due it from various fees, fines and penalties, identifying the amount in such
fees, fines and penalties that exist and what steps need to be undertaken to
ensure collection of those monles; and

c A potential increase in property taxes in the amounts
associated with 1-2 mil, and specifically addressing any meuns of lessening the
impact of such an Increase on those citizens within aur community living in
poverty or on fixed incomes, who have the leost ability to absorb such an
additional increase, and specifically nddressing whether such a tax could be
applied to luxury and/or second homes; and

d. The existing 411 funds in which the City has
approximately $220,000,000 to determine what funds are required to be
maintained and what funds can be closed with any excess funds being
transferred into the general fund account.




f. Evaluate the existing 411 funds in which the City has
approximately $220,000,000 to determine what funds are required to be
maintained and what funds can be closed with any excess funds being
transferred into the general fund account; and

B Working cooperatively with the County of Santa Fe to
evaluate and passibly Implement a Santa Fe County Flood Commissioner
program, ensuring that any funds raised through such a program from the
residents of the City of Santa Fe, are utilized within the jurisdictional limits of
the City of Santa Fe

9. Evaluate and report on transitioning to performance based budgeting by
mid-year in the 2016-12017 budgeting cycle. .

10. Evaluate and report on transitioning to performance based budgeting by
mid-year in the 2016-12017 Hudgeting cycle. :

9. In preparation for budget hearings and to the extent reasonably
practicable, within the budget, and at a level that allows for policy priority
making by the Governing Body, each department and éach division within a
department shall develop performance indicators and provide data on the
effectiveness of the programs and expenditures of the City in the prior fiscal year
as well as the current state of need in the area of the particular program; staff
shali perform such functions and report to the Governing Body making program
support and funding recommendations

i1. Explore, in partnership with appropriate public and private
entities; the feasibility of privatizing or regionalizing services currently provided
by the city. '

10. Explore, in partnership with appropriate public and private entities; the
feasibility of privatizing or regionalizing services currently provided by the City.

5. ...:mmo__oim_..mu..mmnnunmnmm=nnmmmm..<ucnmmﬂi_.muonmznuqonnmumm
and timeframes (as shown in the attached spreadsheet): .

a. In the last two weeks of each of the first two quarters, i.e.,
quarter 1 (July I through September 30) and quarter 2 {October 1 through
December 31), and no later than the last day of each of the months of January,
February, March, April, and May, and in the middte of June, of each fiscal year,
the Finance Department shall provide a capital outlay and project tracking report
{the “Capital Project Outlay and Tracking Report”), which shall list by
department, and division within each department, by column, the following
information for each capital project valued at in excess of $25,000.00: Project
Description, including a unique project identification number; funding source;
Bonds Sold; Appropriation Amount; Total Amount Expended to Date; Total
Amount Expended in Previous Fiscal Quarter, Current Balance, Milestones
Achieved: in the Last Quarter; Milestones Goal for the Next Quarter; Project
Phase; Amount Obligated; Completion Date; Project Status including a best
estimation of project completien; Progress Rating, which shall be in three
categories: {1) Bond Soid/Grant Agreement/RFP, (2) Plan/Design, and (3)
Construction/Renovation/Other; and the last section of said reporting, the
Progress Rating, shall be colored coded according to the following parameters:
_Green - Project on Schedule, Yellow — Project Behind Schedule, Red — No Activity
of Bonds Not Sold, White — Additional Funds Needed, Blue — Appropriate
Expended or Project Complete; the purpose of color coding is to be able to easily
identify the status of each particular project. The Capital Project Outlay and
Tracking Report shall be completed by each project manager within the City
assigned to a project identified in the Report, and submitted to the Finance
Department for review and approval before submission to the Governing Body.

b. Each capital project shall have a project plan (“Project Plan™)
that will be approved when the capital expenditure is approved; the plan will
include the following elements:

i Statement of need;




il Detailed timeline, including anticipated funding timing,
timing of the design, bidding, construction and project completion phases;

iil, Statement of anticipated results and public benefits of
the project; and

. The carbon neutrality impact report.

10. The City Manager shall place an emphasis on project management to
ensure that projects are delivered on time and within budget; and the City
Manager shall ensure that regular annuai performance evaluations are done on
all appropriate staff including Capital Imp t Project Managers.




Framework for Closing the Deficit

#

A/

Presented to Finance Committee

February 9, 2016



Strategic Questions for Developing the Budget

* Timeframe for closing the deficit?

* Structural deficit addressed separately from
current budget

* How much/type revenue increase(s)?
* What priorities are held harmless from cuts?

e Borrow from reserves?

* Franchise fee to Utility Enterprise Funds?




Reserves/Debt

General Fund balance at 10%

Budget Assumptions

= 2% revenue growth .

Borrowing from reserves at 2% APR * $1.5% inflation

Financial Management Goals

Structural deficit addressed
separately from current budget

Debt service limits within 5 years:

* 10% of total operating budget

* $1,200 per capita

» Efficiency of operations .

should be competitive
with that of comparable

cities/operations .

Annual capital investment greater

than total capital depreciation

Sustainability

One-time revenue goes to one-
time costs/projects/initiatives

Infrastructure and/or critical
mission services are top priority

No expansion or new initiatives
except to reduce costs

Current expenditures covered
only with current revenues

Diversification of revenue and
economic base is top priority

Business-type activities to
become self-sustaining in 5 years




Budget Preparation Instructions to Departments .

* |nflation at 1.5%

Assume vacancy rates at average of past 3 years

* Departments :m__u prepare their personnel budget

* No expansions or new initiatives except to reduce costs
* No carry-forwards

* Operating Budget separate from Capital Budget (CIP)

* Programs should be competitive with efficiency
indicators in comparable cities

All programs will present performance indicators



FINANCIAL CHALLENGES IN FY 2016-17

:

REPORTED GENERAL FUND ENDING BALANCE

GENERAIL FUND BEGINNING CASH BALANCE

Revenues
Gross Recelpts Tax
Property Tax
Franchise Tax
Licenses & Permits .
Total Other Fee/income
Ambutance Fees o
Reimbursed Expenditures

Transfers In -

N ~ Subtotal - Revenues
TOTAL GENERAL FUND RESOURCES AVAILABLE

Qperating Expenditures
Total Department Expenditures
Tranfers Qut

TOTAL GENERAL FUND OPERATING EXPENDITURES

Sunset of State Hold Harmless GRT
Sunsetof Paymentin Lieu of Taxes (Water Fund}

TOTAL ANTICIPATED REVENUE REDUCTIONS

FY 2016-17 EFFECTIVE OPERATING DEFICIT

MANDATED 1/i2th RESERVE

EFFECTIVE ENDING BALANCE

8,783,844

S3,130,499
3,464,594
3,145,000
2,360,445
2,284,876
1,700,000
6,247.587

—__ 6.410305

___ 78,743,306

87,527,150

ﬂwn‘WONnQNQ
4,824,579

—_ eI e

78,733,306

8,793,844

0,000 |¥aid from 2074 GRT Bonds ™"

A

Unaudited

Adiministrative overhead distributed to utility funds. etc.
Water Fund payment in lieu of taxes, excess Transi#t GRT. et

'$2,505,361 to Sr. Sves, $2.239.820 to Pol. &Fire Funds, etc.

£ 6,159,067 mandsted '/, . plus 13 days reserve

RV — .

—

N

Pubiic Info. Off., Multimedia Designer-—-RivesrGeord.-et-al-—"""

$238, 767 accumuiatee OEFCit T
rom Cap. GRT (3102); $31846-secumulated delicit——""

\

— ) tnciudes only funds in cash deficit by FYy2016-2017
S e !

EI—

2202, 663 accumulated deficit
B ; .

T

il D]

& umkmi.u\.wﬂﬁﬂﬂm..._gﬁ.w.ﬁﬂlﬁm.lﬁbuw GRT-back Bonds

Extny R

660,000
4,736,065

5,396,065

14,579,096

6,159,061

<

RSP oA . ~,
L 7es408 accumulated-defrcit

2nd of 16-Year timeframe (8% of $71 miilior)
12% of gross raeceipts

Total of Bridged Expenditures, Special Fund
Deficts, & Anticipated Revenue Reduclions

Reported Ending Balance less Effective Qperating

(E R EIOE SR Dericit and Mandated Reserve




CURRENT STATUS: MAJOR CUTS ALREADY PROGRAMMED

1. Southside Library
2. 19 FTE’s funded by Water Fund but reporting eisewhere

3. S 6 M Parks & Facilities Maintenance
a. Medians
b. Trails

c. Buildings & Facilities
4. Public Safety (Police & Fire GRT and property tax)

5. All other funds in deficit



Councilor lves’ Deficit-Closing Framework
(all amounts are approximate targets)

Deficit closed in No:\pm . |
S 2016 2017 2018
Oum..mﬁ:m Ummnm_ﬁ.mﬂmﬁque_zu B 15.0 - 7.5 | 0.0 |
Cumulative Operations Cuts e wu 80 8.0
Cumulative New Revenue _:n,_,mmmmm, 3.8 N _No - 7.0 |

Transfer from Water Fund .75 00 - 00

a Equivalent to a % GRT increase the first year




gl

Finance Chairman’s Deficit-Closing Framework

~(all amounts are approximate targets)
Deficit closed in FY 2018/19, borrowing from Water Fund repaid at 2% _:nm_,mmﬁ

2016 2017 2018 2019 . 20120

Operating Deficit at July 1 15.0 4.5 3.5 0.0 0.0
zm<< xm<m3cm o 38 38 3.8 . 38 3.8
Operations & _<_m_3 ncﬁm 2.0 3.0 4.0 4.0 4.0

Utility franchisefee 47 - 47 - 47 - 47 47
Borrowed from Water Fund
and paid back @ 2% APR

%C Water GRTremovedand =
GRT increased in mm_nmwm_ 00 00 00 78 78
Fund by %¢ e o SR e .

Accumulated Debt to Water |
Fund

4.5 3.5 2.5 (5.3) (5.3)

4.5 8.1 10.8 5.5 0.3

* Cumulative



Ll

Compromise Framework

(all amounts are approximations)
Deficit closed by end of FY 2018/19

BT 2016 2017 2018 2019
Operating Ummn_a at _=_< 1 15.0 2.5 2.5 0.0
New mm<m:cmm B Thaien 38 38 wm wm ‘
Operations & _,\_m_:ﬂm:m:nm ncﬁm*c 4.0 4.0 4.0 4.0
c,:__ﬁ< ?m:n_‘:mm dnmm el .p.\ A7 h q AT
Borrowed from <<m,8_. _uc:a @ Nx. >_...x 2.5 2.5 2.5 0
%¢ Water GRT removed and GRT L o T
_:Qmmmma in General Fund U<x 00..¢ 00~ oo qm

Accumulated Debt to Water Fund 2.5 51 = 7.8 0

2 Made up of a combination of GRT, property tax, and fee increases

* Cumulative

b-Cutstobeguided by Reselution920146—————————————
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Key Guiding Points of Resolution 020116

¢l

Savings primarily through attrition—not layoffs— in areas that vary
significantly from comparable cities’ average and eliminating long-
term (2-year) vacant positions

Stay consistent with adopted Financial Management Policies

First address fiscal impacts of sunset of State Hold Harmless and
Affordable Care Act

Ensure core services (undefined) do not drop below minimum
public safety thresholds (i.e. elimination of hazards, basic
capabilities kept intact, etc.)

One-time technology and/or other capital investments that yield
significant operating saving are top priority

Introduction of performance indicators and performance-based
budgeting

11



Jan 19;

Jan 22:

Feb 10:

Feb 12:

Mar 7:

Mar 7-28:
Mar 28—-Apr 8:
Apr 8-25:

Apr 25—-May 9:
May 11:

May 25:

Jun 1:

Jul 1:

FY 2016/17 Budget Calendar

Finance Committee kick-off work session to review fiscal forecast
and discuss/approve budget priorities and policies

Current Personnel Allocation Information sent to Departments
Dept Budget Training Session #1, Council Chambers, 10am-Noon
Dept Budget Training Session #2, Council Chambers, 1PM-3PM
Final Budget Submittals/Forms Due to Budget Office

Finance Dept. reviews, analyses and formulates 15t draft of budget

City Manager formulates Recommended Budget

Finance v«mvm_,m.m Recommended Budget document

Finance Committee reviews and considers Recommended Budget

City Council 1% reading of Finance Committee’s recommendations

City Council meeting for adoption of FY 2016/17 Operating Budget

Deadline to send Adopted Budget to NM Dept of Finance & Admin.

Start of FY 2016/17

LA 5




City of Santa Fe, New Mexico

EGISLATIVE SUMMARY
Resolution No. 2016-
Budget Guidance
SPONSOR(S): ouncilors Dominguez and Ives
SUMMARY: he proposed resolution provides guidance on the structure of the budget of

the City of Santa Fe and certain reporting requirements. .
PREPARED BY:  Rebecca Seligman, Legislative Liaison Assistant
FISCAL IMPACT: No
DATE: February 3, 2016

ATTACHMENTS: Spbstitute Resolution (Councilors Dominguez and Ives)
FIR
Original Resolution

13
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Substituse Resolution ~ 2/5/14

Domingusz /ives Amendmenis (orange)
Moesias' Amendments (parpie/bine)

CITY OF SANTA FE, NEW MEXICO
RESOLUTION NO. 2016
INTRODUCED BY:
Councilor Carmichesl Dominguez
Coungilor Peter N, Ives

A RESOLUTION
PROVIDING GUIDANCE ON THE STRUCTURE OF THE BUDGET OF THE CITY OF
SANTA FE AND CERTAIN REFORTING REQUIREMENTS.

WHERRAS, the snnual Budget of the City of Saata Fe Is a critical document in the
City's sanual planming procesecs; and

WHEREAS, the anaual Budget should promode transparency in the fiscal affairs of the
City of Santa Fe; and

WHEREAS, the sanual budgeting process should promote the ability of the Govemniag
Body to make policy priotity choices for programs snd Runding each fiscal year; and

wmmmwinmmw&qmmmum
budget is properly balanced and the gosls sct forth above are realized; and

WHEREAS, the City Finance Department has advised the Governing Body that ia the
next fiscal year, 2016-2017, the City faces an estimated $H-000.000-t0-$13,000,000 budgetery
shortfall, aad needs to correct some $3,006.000-10-56;000,000-In-realignments (ingppropriate city

14



Substitute Resolution — 2/5/16

Dominguez /Tves Ameniments (oronge)
Maesias’ Amendments (purple/bine}

which have accrued over a series of years; and

WHEREAS, preliminary analysis of City staffing levels suggests that those siaffing
levels are higher than in cities of comparable size, operstion and structure; and

WHEREAS, the Goveming Body needs to provide guidance on solutions to the
budgetary issues that have been identified to it; and

NOW THEREFORE BE IT RESOLVED THAT the annual City of Santa Fe Budget
and the annual budgetary process shall be guided and govemed by the following policies and
reposting roquiremenis:

Body, bring forth a thregwe year plan to climinate the estimased-budget defictt;
estimated at $15,000,000; using a combination of spending cuts and revenue

Formsibesk Font: 11 pt

] Porsaaitesh List Pasagraph, Numbered
Lovet: 1 + Numbering Stylw: 1, 2, 3, .. + Start
ar 1 + Aligrment: Left + Aligned at: 0.5 +

Indent &; 1°

*
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Substitute Resotution - 2/3/16
Dominguez /Tves Amendments (orange)
Maoestas' Amenchwents (purple/blue)

3. The City Manager shall analyze and compare the-Ccomparison oCities staffing,
servics and expenditure levels to those of the City of Santa Fe, on a department by departmens,
division by division level, and present the findings of such a comparison within 45 days to the

4. The Governing Body, on the basis of the comparison_of efficiency indicatorys
and the following guidclins-performed-_shall cvaluaicset-goats—for-reductions—in staffing and
expenditures and services levels for future budget years-2046-2047-and- 201 7-2048;

b ity' rvice will intained at & lev i
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Substituse Resolution — 2/5/16

Dominguez /Ives Amendiments (orange)
Maesias' Amendments (purple/biue)

oY P J
S R L N L

The City Manager, working with the Finance Division, and other City
departments, shall identify and recommend specificoystomio—and—-other cuts in—siaffing:

Conupait [IX3 This is slrosdy in owr best

Comment (2} J
practices and staedards (Part 28). ]

- 4 Comment (I} This ix sirendy in our adopted ]
St prastioes (Past O, Perforovance Measures).

Comment [ISE This is not under the purview of }
city wialf

17
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Substitute Resolution— 2/3/16
Dominguez /fves Amendments (orange)
Maesias’ Amendments (purple/blue)

===~ Pormattoks indent: Fist ine: ¢

18




L - R - L. T T 7 I X B

N AN e e o bl et e e e e
Ll — I - 7 ™ T

Substitute Resolution — 2/5/16
Dominguez /Tves Amendwments (orange)
Maestas’ Amendments (purple/bine)

Cowmant [20%: | resommund we truly smphasize
oore setvices by keeping the tist down to fhe most
inapostant serviess.
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Substitule Resolution - 2/3/16
Domingsez /Ives Amencmenis (orange)
Maesias’ Amenciments (pyrple/blue)

8. Staff is directed to review, analyze and report io the Governing Body on the
following-ndditional posential expenditure cuts, along with others that they identify, some of
which are currently in process based on other actions by the Governing Body and by staff:

Commant [I7h Policy astion siready in progress.
wm*-*nIQ_

Commant [J83 This ia slready in the seetion J
dufining core pervios.

=«
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Substituie Resolution - 2/5/16
Dominguez /ves Amendwmenis (orangs)
Maesias’ Amendments (purple/blse)

resohition dirwoting the cily

MMM-Mm-m
mw-mgms»«-ﬂm

J

Bedweand ___ Spmmant DAY Tio o e poey
f Evaluate and report on potential savings from e-changes to the City's 2.
-inprotocols within the fire department to
dispatch-rules-thal-require a ladder truck to-be-dispatehed with an ambulance to any cell for
ofa-laddertrucie.
9, Staffis directed o review, analyze and report to the Governiag Body on the
following potential revenue cnhancement means, along with others that they identify:
& [rtwo-conts-pas-ia-inoreaser-whtioh-would salse-in-sctimated-$960,000
inteverueforeoreoorviossrolotingtopublissighteofwnyy = - = Communt [34AR Boen thare, dose that. ]
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Substitute Resolution - 2/5/16
Dominguez /Tves Amendmenis (orange)
Maestas' Amendments (purple/bive)

- ‘[Mlﬂ.l’nmwhubm
study & Poss 7e0sips taxt invresse.

M ___________________________________________________ = - Conimtel AN This is premature sd Sy sour
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PASSED, APPROVED AND ADOPTED this day of , 2016,

JAVIER M. GONZALES, MAYOR
ATTEST:

YOLANDA Y. VIOIL, CITY CLERK
APPROVED AS TO FORM:

KELLEY A. BRENNAN, CITY ATTORNEY

M/ Legisiotion/Rerolutions 2015/Budges Guidance
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CITY OF SANTA FE, NEW MEXICO
RESOLUTION NO. 2016-___

INTRODUCED BY:

Councilor Carmichael Dominguez

Councilor Peter N. Ives

A RESOLUTION
PROVIDING GUIDANCE ON THE STRUCTURE OF THE BUDGET OF THE CITY OF

SANTA FE AND CERTAIN REPORTING REQUIREMENTS.

WHEREAS, the annual Budget of the City of Santa Fe is a critical document in the
City’s annual planning processes; and

WHEREAS, the annual Budget should promote transparency in the fiscal affairs of the
City of Santa Fe; and

WHEREAS, the annual budgeting process should promote the ability of the Governing
Body to make policy priority choices for programs and funding each fiscal year; and

WHEREAS, changes are required in the annual budgeting process to ensure that the
budget is properly balanced and the goals set forth above are realized; and

WHEREAS, the City Finance Department has advised the Governing Body that in the
next fiscal year, 2016-2017, the City faces an $11,000,000 to $15,000,000 budgetary shortfall,
and needs to correct some $5,000,000 to $6,000,000 in realignments within the budget, all of

which have accrued over a series of years; and
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WHEREAS, preliminary analysis of City staffing levels suggests that those staffing
levels are higher than in cities of comparable size, operation and structure; and

WHEREAS, the Governing Body needs to provide guidance on solutions to the
budgetary issues that have been identified to it; and

NOW THEREFORE BE IT RESOLVED THAT the annual City of Santa Fe Budget
and the annual budgetary process shall be guided and governed by the following policies and
reporting requirements:

I The Finance Department shall, with policy guidance from the Governing Bedy,
bring forth a threewe year plan to eliminate the estimated budget deficit, estimated at
$15,000,000, using a combination of spending cuts and revenue enhancements.

2. In an effort to better understand City staffing levels,Tthe City Manager, working

with staff, shall identify ten to fifteen cities (the “Comparison Cities”) within the Southwestern
Region of the United States that have characteristics by nature of geographic size, population,
economic structure, operation of municipal utilities, tourism, ard such other factors as the City
Manager believes justified in articulable measures, that are similar to the City of Santa Fe, or on
the basis of which the City of Santa Fe can evaluate its staffing, expenditure and service levels.
Some cities that might be utilized for these purposes are Las Cruces, New Mexico; Farmington,
New Mexico; Flagstaff, Arizona; Tucson, Arizona; Colorado Springs, Colorado; Fort Collins,
Colorado; Lubbock, Texas; Amarillo, Texas; Topeka, Kansas; Carson City, Nevada; and Boise,
Idaho.

3. The City Manager shall analyze and compare the Comparison Cities staffing,
service and expenditure levels to those of the City of Santa Fe, on a department by department,

division by division level, and present the findings of such a comparison within 45 days to the

Governing Body. Future year budgets shall be prepared ensuring that City programs are

competitive with the efficiency indicators derived from the comparison with comparable

27



10

11
12
13
14
15
16
17
18
19
20
21
22
23
24
25

Substitute Resolution
2/3/16

4, The Governing Body, on the basis of the comparison_of efficiency indicatorss

and_the following guidelines-perfermed-_shall evaluateset-goalsforreduetions—in staffing and
expenditures and services levels for future budget years-2616-201F-and-2047-2048;

a. Within five years, the City’s debt service will be maintained at a level of

10% of the tota] operating budget;

b. The City’s debt service will be maintained at a level not exceeding
$1.200 per capita;

c. The City’s annual capital investment shall exceed its total capital
depreciation;

d. One time revenue will be used for one time costs, projects or initiatives;

e, City infrastructure and critical mission services shall be prioritized;

f. Each City department and division will prepare and present performance

indicators to be used to assess annually performance within_the department or division and to

allow for strategic, budgetary policy considerations.:

5. The City Manager, working with the Finance Division, and other City

departments, shall identify and recommend specificsystemie—and—other cuts in—staffing;

expenditures and enhancements in revenues, resulting in attaining a balanced budget after three

vears, specifically considering among other matters, the following:

a. Establishment of a reasonable charpe to the City’s utilities, similar in

nature to a utility franchise fee;

b. Any borrowing from fund balances shall be done at a rate of 2% APR:

C. Any necessary cuts or realignments of staffing levels is done_utilizing

attrition and reassignment wherever possible;
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1 d. Addressing the impact of the State’s elimination of hold harmless
2 || payments to the City:

3 £. Addressing any negative impacts, €.g., taxes or penalties, that may be

4 il imposed pursuant to the Affordable Care Act;

f. Ensuring continued delivery of necessary services to those living
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———7———Core services to be maintained in the budget process are- public safety (needed

police and fire services), public utilities (water-utHity, waste, waste water), public infrastructure

{streets, sewers, critical public structures, e.g., the airport, city buildings), social safety net for

those in need within the City (homeless shelter, affordable housing, services to youth and seniors

in_need), and maintenance and enhancement of the City’s economy (broadband.

entrepreneurship). In ensuring the deliver of core services, the City will maximize the use of

sustainable processes. such as recycling of waste and water, utilization of renewable energy

sources and energy efficiency, green infrastructure; efficiencies from the use of updated IT

systems, promotion of health and community through land use policies. ~maintenanee-ofaseeial




14
15
16
17
18
19
20
21
22
23
24
25

Substitute Resolution
2/3/16

8. Staff is directed to review, analyze and report to the Governing Body on the
following-additional potential expenditure cuts, along with others that they identify, some of
which are currently in process based on other actions by the Governing Body and by staff:

a. Reduction of interest expense through paydown of City debt, such as Ia

b. Explore opportunities for greater efficiency and cost savings from
updating or upgrading the City’s IT infrastructure, recommending changes to City [T systems that
would result in cost reductions within a 24 month period, including, by way of example and nat

limitation, systems that would allow and promote direct deposit of payroll checks;
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c. Prepare and deliver to the Governing Body a report on overtime use
across each department and division, identifying structural, scheduling or other changes that can

be implemented to reduce overtime, in any and every form, to minimal amounts;

d. Evaluate, report and make recommendations onGiven-the-significant

leave policies throughout the

City, focusing on reasonable limitations on annual accrual of leave-and-bringforward-reasenable

e. Identify and report on each position within the City that has been vacant
for a period of one or moretwe years or more and make recommendations oneliminate-it-er-bring

forward-compellingreasensfor-its retention _or elimination during the annual budget process; and

pravide a report to the Governing Body monthly on what vacancies have been filled-and-aetion-by

the-Governing Body; and

f, Evaluate and report on potential savings from achanges to the City’s

practices on use of vehicles, including creation of a citywide motor pool, take home vehicle

policies and practices, and including specifically -in-protacols within the fire department to

dispatch-rules-that-require a ladder truck to be dispatched with an ambulance to any call for

9. Staff is directed to review, analyze and report to the Governing Body on the
following potential revenue enhancement means, along with others that they identify:
a. A two cents gas tax increase, which would raise an estimated $950,000
in revenue for core services relating o public rights-of-way;
b. An increase in gross receipts taxes of 1/8 of a percent pursuant to the

authority granted to the City to raise gross receipts taxes in light of the State of New Mexico
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elimination of the hold harmless payments previously made to cities and counties; such an
increase would raise revenues an estimated $3,800,000;

c. Modifications to the City’s short term rental ordinance that will both
make the application of the ordinance more equitable, but ensure that revenues due to the City are
in fact collected;

d. Evaluate the City’s additional efforts at collection of revenues due it
from various fees, fines and penalties, identifying the amount in such fees, fines and penalties that
exist and what steps need to be undertaken to ensure collection of those monies;

e. Evaluate and report on a potential increase in property taxes in the
amounts of 1-2 mil, and specifically addressing any means of lessening the impact of such an
increase on those citizens within our community living in poverty or on fixed incomes, who have
the least ability to absorb such an additional increase, and specifically addressing whether such a
tax could be applied to luxury and/or second homes; and

£, Evaluate the existing 411 funds in which the City has approximately
$220,000,000 to determine what funds are required to be maintained and what funds can be
closed with any excess funds being transferred into the general fund account; and

g Working cooperatively with the County of Santa Fe to evaluate and
possibly implement a Santa Fe County Flood Commissioner program, ensuring that any funds
raised through such a program from the residents of the City of Santa Fe, are utilized within the

jurisdictional limits of the City of Santa Fe,

10. Evaluate and repart on transitioning to performance based budgeting by mid-vear

in the 2016-12017 budgeting cycle Fe-thee
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11. The following are adopted as necessary budgetary reporting processes and

timeframes (as shown in the attached spreadsheet):

a. In the last two weeks of each of the first two quarters, i.e., quarter 1 (July
1 through September 30) and quarter 2 (October 1 through December 3 1), and no later than the
last day of each of the months of January, February, March, April, and May, and in the middle of
June, of each fiscal year, the Finance Department shall provide a capital outlay and project
tracking report (the “Capital Project Outlay and Tracking Report™), which shall list by
department, and division within each department, by column, the following information for each
capital project valued at in excess of $25,000.00: Project Description, including a unique project
identification number; funding source; Bonds Sold; Appropriation Amount; Total Amount
Expended to Date; Total Amount Expended in Previous Fiscal Quarter, Current Balance,

Milestones Achieved in the Last Quarter; Milestones Goal for the Next Quarter; Project Phase;
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Amount Obligated; Completion Date; Project Status including a2 best estimation of project
completion; Progress Rating, which shall be in three categories: (1) Bond Sold/Grant
Agreement/RFP, (2) Plan/Design, and (3) Construction/Renovation/Other; and the last section of
said reporting, the Progress Rating, shall be colored coded according to the following parameters:
Green — Project on Schedule, Yellow — Project Behind Schedule, Red — No Activity of Bonds Not
Sold, White — Additional Funds Needed, Blue — Appropriate Expended or Project Complete; the
purpose of color coding is to be able to easily identify the status of each particular project. The
Capital Project Outlay and Tracking Report shall be completed by each project manager within
the City assigned to a project identified in the Report, and submitted to the Finance Department
for review and approval be.fore‘ submission to the Governing Body.
b. Each capital project shall have a project plan (“Project Plan”) that will be

approved when the capital expenditure is approved; the plan will include the following elements:

. Statement of need,

ii. Detailed timeline, including anticipated funding timing, timing

of the design, bidding, construction and project completion phases;

iii. Statement of anticipated results and public benefits of the
project; and
iv. The: carbon neutrality impact report.

PASSED, APPROVED AND ADOPTED this day of , 2016.
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35



14
15
16
17
18
19
20
21
22
23
24

25

Substitute Resolution

JAVIER M. GONZALES, MAYOR

ATTEST:

YOLANDA Y. VIGIL, CITY CLERK

APPROVED AS TO FORM:

KELLEY A. BRENNAN, CITY ATTORNEY

M/Legislation/Resolutions 2016/Budget Guidance (substitute 2 3_16)
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FIR No. 24?"

City of Santa Fe
Fiscal Impact Report (FIR)

This Fiscal Impact Report (FIR) shall be completed for each proposed bill or resolution as to its direct impact upon
the City’s operating budget and is intended for use by any of the standing committees of and the Governing Body of
the City of Santa Fe. Bills or resolutions with no fiscal impact still require a completed FIR, Bills or resolutions with
a fiscal impact must be reviewed by the Finance Committee. Bills or resolutions without a fiscal impact generally do
not require review by the Finance Committee unless the subject of the bill or resolution is financial in nature.

Section A. General Information
(Check) Bill: Resolution; X

(A single FIR may be used for related bills and/or resolutions) _
Short Title(s): A RESOLUTION PROVIDING GUIDANCE ON THE STRUCTURE OF THE BUDGET OF
THE CITY OF SANTA FE AND CERTAIN REPORTING REQUIREMENTS.

Sponsor(s): Councilor Ives

Reviewing Department(s): Finance Department

Persons Completing FIR: Oscar Rodriguez Date: 1/12/16 Phone: 26530
Reviewed by City Attorney: M/f 74, MM/" Date: / / 7// ﬁ
(Signature)

/—/5'20/./5

Reviewed by Finance Director: Date:

(StEndpde)

Section B. Summary

Briefly explain the purpose and major provisions of the bill/'resolution:

This resolution would provide guidance on_the structure of the budget for the city of Santa Fe, and institute
certain reporting requirements to increase the transparency for the public. The resolution also defines core

services within the City, allowing city management to_make mformed decisions_when enacting targeted

budget reductions.

Section C. Fiscal Impaet

Note; Financial information on this FIR does not directly translate into a City of Santa Fe budget increase. Fora

budgst increase, the following are required:

a. The item must be on the agenda at the Finance Committee and City Council as a “Request for Approval of a City
of Santa Fe Budget Increase” with a definitive funding source {could be same item and same time as
bill/resolution)

b. Detailed budget information must be attached as to fund, business units, and line item, amounts, and explanations
(similar to annual requests for budget)

¢. Detailed personnel forms must be attached as to range, salary, and benefit allocation and signed by Human
Resource Department for each new position(s) requested (prorated for period to be employed by fiscal year)*

1. Projected Expenditures:

a. Indicate Fiscal Year(s) affected — usually current fiscal year and following fiscal year (i.e., FY 03/04 and FY

04/05)

b. Indicate: “A” if current budget and level of staffing will absorb the costs
“N” if new, additional, or increased budget or stafﬁng will be required
c. Indicate: “R” - if recurring annual costs

“NR” if one-time, non-recurring costs, such as start-up, contract or equipment costs
d. Attach additional projection schedules if two years does not adequately project revenue and cost pattems
e. Costs may be netted or shown as an offset if some cost savings are projected (explain in Section 3 Narrative)

Finance Director: 4 gﬁ 3_/

37




X Check here if no fiscal impact
Column #; 1 2 3 4 6 7 8
Expenditure FY “A” Costs | “R” Costs | FY “A” Costs | “R” Costs — | Fund
Classification Absorbed | Recurring Absorbed Recurring | Affected
or “N” or “NR” or “N” New | or “NR”
New Non- Budget Non-
Budget recurring Required recurring
Required
Personnel* 5 3
Fringe** $ b
Capital 3 $
Outlay
Land/ £ ¥
Building
Professional  § 3
Services
All Other $ $
Operating
Costs
Total: $ 8

* Any indication that additional staffing would be required must be reviewed and approved in advance by the City
Manager by attached memo before release of FIR to committees, **For fringe benefits contact the Finance Dept.

2, Revenue Sources:
a. To indicate new revenues and/or
b. Required for costs for which new expenditure budget is proposed above in item 1.

Column #: 1 2 3 4 5 6
Type of FY “R” Costs | FY “R” Costs ~ | Fund
Revenue Recurring Recurring or | Affected
or “NR” “NR" Non-
Non- recurring
recurring
3 b4
b b
$ $
Total: 5

Form adopted: 01/12/05; revised 8/24/05; revised 4/17/G8 2 3 8




;
3. Expenditure/Revenue Narrative:

Explain revenue source(s). Include revenue calculations, grant(s) available, anticipated date of receipt of
revenues/grants, etc. Explain expenditures, grant match(s), justify personnel increase(s), detail capital and operating
uses, etc. (Attach supplemental page, if necessary.)

The resolution prescribes a_framework for closing the City’s estimated $15 million deficit within two fiscal
years through both revenue increases, cuts to operations, and transfers from the water fund. The resolution

itself will_not have fiscal impact, but it would serve as directon to staff for drafting the budgets for FY
2016/17 and FY 2017/18, which will have significant impact.

Section D. General Narrative
1. Conflicts: Does this proposed bill/resolution duplicate/conflict with/companion tofrelate to any City code,

approved ordinance or resolution, other adopted policies or proposed legislation? Include details of city adopted
laws/ordinance/resolutions and dates. Summarize the relationships, conflicts or overlaps.

None identified

2. Consequences of Not Enacting This Bill/Resolution:

Are there consequences of not enacting this bill/resolution? If so, describe.

Not approving this resolution or an aliernative will leave the staff without policy direction for drafting the FY

2016/17 budget and addressing the $15 million recurring deficit, which involve major policy decisions.

3. Technical Issues:

Are there incorrect citations of law, drafting errors or other problems? Are there any amendments that should be
considered? Are there any other alternatives which should be considered? If so, describe.

None identified,

4. Conimunity Impact:

Briefly describe the major positive or negative effects the Bill/Resolution might have on the community including,
but not limited to, businesses, neighborhoods, families, children and youth, social service providers and other
institutions such as schools, churches, etc. ‘

The benefit of this resolution is that it will provide greater transparency and order to a program of major

financial restructuring the City will have to undertake to close its recurring operating deficit, Including cuts
services and increases in revenue,

Form adopted: 01/12/05; revised 8/24/05; revised 4/17/08 3

39




10

11
12
13
14
15
16
17
18
19
20
21
22
23
24

25

CITY OF SANTA FE, NEW MEXICO
RESOLUTION NO. 2016-__
INTRODUCED BY:

Councilor Peter N, Ives

A RESOLUTION
PROVIDING GUIDANCE ON THE STRUCTURE OF THE BUDGET OF THE CITY OF

SANTA FE AND CERTAIN REPORTING REQUIREMENTS.

WHEREAS, the annual Budget of the City of Santa Fe isl a critical document in the
City’s annual planning processes; and

WHEREAS, the annual Budget should promote transparency in the fiscal affairs of the
City of Santa Fe; and

WHEREAS, the annual budgeting process should promote the ability of the Governing
Body to make policy priority choices for programs and funding each fiscal year; and

WHEREAS, changes are required in the annual budgeting process to ensure that thé
budget is properly balanced and the goals set forth above are realized; and

WHEREAS, the City Finance Department has advised the Governing Body that in the
next fiscal year, 2016-2017, the City faces an $11,000,000 to $15,000,000 budgetary shortfall,
and needs to correct some $5,000,000 to 36,000,000 in i‘ealignments within the budget, all of

which have accrued over a series of years; and
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WHEREAS, preliminary analysis of City staffing levels suggests that those staffing

levels are higher than in cities of comparable size, operation and structure; and

WHEREAS, the Goveming Body needs to provide guidance on solutions to the
budgetary issues that have been identified to it; and

NOW THEREFORE BE IT RESOLVED THAT the annual City of Santa Fe Budget
and the annual budgetary process shall be guided and governed by the following policies and
reporting requirements:

1. The Finance Department shall, with policy guidance from the Governing Body,
bring forth a two year plan to eliminate the estimated hudget deficit, estimated at $15,000,000,
using a combination of spending cuts and revenue enhancements.

2. The City Manager, working with staff, shall identify ten to fifteen cities (the
“Comparison Cities™} within the Southwestern Region of the United States that have
characteristics by nature of geographic size, population, economic structure, operation of
municipal utilities, tourism, and such other factors as the City Manager believes justified in
articulable measures, that are similar to the City of Santa Fe, or on the basis of which the City of
Santa Fe can evaluate its staffing, expenditure and service levels. Some cities that might be
utilized for these purposes are Las Cruces, New Mexico; Farmington, New Mexico; Flagstaff,
Arizona; Tucson, Arizona; Colorado Springs, Colorado; Fort Collins, Colorado; Lubbock, Texas;
Amarillo, Texas; Topeka, Kansas; Carson City, Nevada; and Boise, Idaho.

3. The City Manager shall analyze and compare the Comparison Cities staffing and

expenditure Jevels to those of the City of Santa Fe, on a department by department, division by

- division level, and present the findings of such a comparison within 45 days to the Goveming

Body. The City began the discussion of the need for such parameters in its last budgetary cycle in

April 2015, and staff has begun this process.

4. The Governing Body, on the basis of the comparisons performed shall set goals
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for reductions in staffing and expenditures and services levels for budget years 2016-2017 and

2017-2018.

5. The City Manager, working with the Finance Division, and other City
departments, shall identify and recommend systemic and other cuts in staffing, expenditures and
services in each of the following two years budget years in an amount of not less than $4,000,000
to $6,000,000, and identify revenue increases of $2,000,000 to $4,000,000 per year, bridging the
first year with an anticipated $5,000,000 to $9,000,000 in interfund transfers to provide a

balanced budget in 2016-2017, i.e., per the following table:

Year Deficit Expense Revenue Transfers Total

Cuts Increase Cuts + Increases
16-17  $15 mil. $4-6 mil. $2-4 mil $5-9 mil $15 mil
17-18  $7.5 mil $4-6 mil $1.5-3.5mil $0 $7.5 mil

18-19 $0 (recognizing that there are many other factors that will determine revenues and
necessary expenditures).

In presenting its plan, the staff must address the elimination of the State’s hold harmless
on certain gross receipts taxes, City health plan excise taxes, City leave liabilities and perform an
analysis of structural economy based anticipated declines in gross receipts tax revenues.

6. Recognizing that based on preliminary work performed by the City in evaluating
its staffing levels and the fact that employee expense equals approximately 80% of the City’s
annual budget, reductions in the number of City employees and/or the expenses associated
therewith, will be a necessary part of the reduction and elimination of the budget deficit, the City
Manager shall bring forward a plan for reasonable reductions in staffing levels, maximizing
reductions through attrition, while ensuring that the core services functions are maintained at

acceptable levels of service. Said plan shall additionally look at early retirement incentives,
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1 | reductions in health plan coverage to ensure that “Cadillac” health plan excise taxes are
2 | minimized by the City (based upon the last estimate given during the 2015-2016 budget process,
3 | such taxes will absent changes to the City health plan, begin being imposed in the 2016-2017
4 | budget year and will rise to $5,000,000 annually after 7-8 years).
5 7. Core services are public safety, water utility, waste and recycling, maintenance
6 | of a social safety net, public rights-of-way, public health and affordable housing, all defined in
7 | terms of quantifiable performance indicators that are comparable with that of the Comparison
8 | Cities in a transparent manner that encourages public participation in the processes of city
9 | government, specific policy directives are the:
10 a. reduction of crime, with an emphasis on property crimes, violent crimes,
11 | alcohol abuse, illegal drug sales and abuse (observing the City’s guidance on marijuana), and
12 | DWI;
13 b. delivery, maintenance expansion of a healthy and resilient water supply
14 | at rates and programs which support conservation;
15 c. promoting recycling and efforts to reduce waste;
16 d. to build and maintain a robust and resilient safety net for those in need in
17 | Santa Fe, emphasizing the availability of housing, food security and employment for all Santa
18 | Feans;
19 e. promotion of public health and building community through urban
20 | design and land use decisions and operations;
21 f. expansion and diversification of the Santa Fe economy to expand
22 | employment opportunities for Santa Fe’s youth and young adults;
23 2. modernization of the City’s information technology infrastructure to
24 | ensure efﬂcieﬁcy in governmental operations, especially the capture of and reporting on City

25 | financial data, high performance in HR, payroll and similar functions, maximizing the availability
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of information to the public to promote transparency and participation, and the simplification and
electronic processing of land use processes and other City-public interactions.

3. Staff is directed to review, analyze and report to the Governing Body on the
following additional potential expenditure cuts, along with others that they identify, some of
which are currently in process based on other actions by the Governing Body and by staff:

a. In light the City’s significant cash position, the retention of which in
various instances requires payment of interest, sometimes at the rate of 4+% aonually and on
which the City earns approximately 0.5% annually, resulting in an arbitrage loss of approximately
$3,000,000 to $5,000,000 annually, staff is directed to identify and report what debts of the City
can be prudently paid using available City cash, éuch as the $34,000,000 water bond, resulting in
an interest expense reduction in an amount between $2,000,000 to $3,000,000 or more annually;

b. Explore opportunities for greater efficiency and cost savings from
updating or upgrading the City’s IT infrastructure, recommending changes to City IT systems that
would result in cost reductions within a 24 month period, including, by way of example and not
limitation, systems that would allow and promote direct deposit of payroll checks;

c. Prepare and deliver to the Goveming Body a report on overtime use
across each department and division, identifying structural, scheduling or other changes that can
be implemented to reduce overtime, in any and every form, to minimal amounts;

d. Given the significant value of accrued leave across the City, report with
specificity on all Jeave policies throughout the City and bring forward reasonable changes to
those leave policies, capping the amount of annual, sick and other Jeave that can be accrued and
carried over annually;

e. Identify and report on each position within the City that has been vacant
for a period of two years or more and eliminate it or bring forward compelling reasons for its

retention and action by the Governing Body; and
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f. Evaluate and report on potential savings from a change in protocols

within the fire department to dispatch rules that require a ladder truck to be dispatched with an
ambulance to any call for service, all in light of the fact that many calls for assistance do not
reasonably require the dispatch of a ladder truck.

9. Staff is directed to review, analyze and report to the Governing Body on the
following potential revenue enhancement means, along with others that they identify:

a. A twa cents gas tax increase, which would raise an estimated $950,000
in revenue for core services relating to public rights-of-way;

b. An increase in gross receipts taxes of 1/8 of a percent pursuant to the
authority granted to the City to raise gross receipts taxes in light of the State of New Mexico
elimination of the hold harmless payments previously made to cities and counties; such an
increase would raise revenues an estimated $3,800,000;

c. Madifications to the City’s short term rental ordinance that will both
make the application of the ordinance more equitable, but ensure that revenues due to the City are

in fact collected;

d. Evaluate the City’s additional efforts at collection of revenues due it
from various fees, fines and penalties, identifying the amount in such fees, fines and penalties that
exist and what steps need to be undertaken to ensure collection of those monies;

€. Evaluate and report on a potential increase in property taxes in the
amounts of 1-2 mil, and specifically addressing any means of lessening the impact of such an
increase on those citizens within our community living in poverty or on fixed incomes, who have
the least ability to absorb such an additional increase, and specifically addressing whether such a
tax could be applied to luxury and/or second homes; and

f. Evaluate the existing 411 funds in which the City has approximately

$220,000,000 to determine what funds are required to be maintained and what funds can be
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closed with any excess funds being transferred into the general fund account; and
g Working cooperatively with the County of Santa Fe to evaluate and

possibly implement a Santa Fe County Flood Commissioner program, ensuring that any funds
raised through such a program from the residents of the City of Santa Fe, are utilized within the
Jjurisdictional limits of the City of Santa Fe.

10. To the extent reasonably practicable, within the budget, and at a level that allows
for policy priority making by the Governing Body, each department and each division within a
department shall develop performance metrics and provide data on the effectiveness of the
programs and expenditures of the City in the prior fiscal year as well as the current state of need
in | the area of the particular program; staff shall perform such functions and report to the
Governing Body making program support and funding recommendations, within forty-five (45)

days in the following specific areas, which are hereby prioritized:

a. continued reduction of property crimes;

b. reduction in the sales and use of illegal drugs;

c. availability of truly affordable housing to meet the city’s current needs;
d. reduction in homelessness;

By way of clarification and example, in the area of affordable housing, data and information shal
be provided that identifies what affordable housing is, what affordable housing is available within
the community, how many people in need are unable to secure affordable housing, proposing
goals fdr the ensuing 1-5 fiscal years with an identification of what funding will be necessary is
each of the succeeding fiscal years to reach the goals set forth, and proposing any modifications
to existing programs and policies needed to reach the goals proposed.

11. The following are adopted as necessary budgetary reporting processes and

timeframes:

a. In the last two weeks of each of the first two quarters, i.e., quarter 1 (July
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1 through September 30) and quarter 2 (October 1 through December 31), and no later than the
last day of each of the months of January, February, March, April, and May, and in the middle of
June, of each fiscal year, the Finance Department shall provide a capital outlay and project
tracking report (the “Capital Project Outlay and Tracking Report”), which shall list by
department, and division within each department, by column, the following information for each
capital project valued at in excess of $25,000.00: Project Description, including a unique project
identification number; funding source; Bonds Sold; Appropriation Amount; Total Amount
Expended to Date; Total Amount Expended in Previous Fiscal Quarter, Current Balance,
Milestones Achieved in the Last Quarter; Milestones Goal for the Next Quarter; Project Phase;
Amount Obligated; Completion Date; Project Status including a best estimation of project
completion; Progress Rating, which shall be in three categories: (1) Bond Sold/Grant
Agreement/RFP, (2) Plan/Design, and (3) Construction/Renovation/Other; and the last section of
said reporting, the Progress Rating, shall be colored coded according to the following parameters:
Green - Project on Schedule, Yellow — Project Behind Schedule, Red — No Activity of Bonds Not
Sold, White — Additional Funds Needed, Blue ~ Appropriate Expended or Project Complete; the
purpose of color coding is to be able to easily identify the status of each particular project. The
Capital Project Outlay and Tracking Report shall be completed by each project manager within
the City assigned to a project identified in the Report, and submitted to the Finance Department
for review and approval before submission to the Governing Body.
b. Each capital project shall have a project plan (“Project Plan™) that will be
approved when the capital expenditure is approved; the plan will include the following elements:
i Statement of need;
ii. Detailed timeline, including anticipated funding timing, timing
of the design, bidding, construction and project completion phases;

iii. Statement of anticipated results and public benefits of the
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project; and

iv. A carbon neutrality impact report.
c. Project managers working for the City shall be evaluated annually on
their ability to deliver the projects on which they work on time and on budget and fully
accounting of expended time and funding; such evaluations and measurements shall be

incorporated into the job descriptions for these positions and the regular annual performance

evaluation.
PASSED, APPROVED AND ADOPTED this day of , 2016.
JAVIER M. GONZALES, MAYCR
ATTEST:

YOLANDA Y. VIGIL, CITY CLERK
APPROVED AS TO FORM:

5}

KELLEY 4. BRENNAN, CITY ATTORNEY

M/Legislation/Resolulions 2016/Budget Guidance
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CITY OF SANTA FE, NEW MEXICO
RESOLUTION NO. 2015-110

INTRODUCED BY:

Coungcilor Joseph M. Maestas

A RESOLUTION
REQUESTING THE CITY MANAGER EVALUATE POSSIBLE EFFICIENCIES
WITHIN CITY OPERATIONS THAT MIGHT HELP CLOSE THE OPERATING
DEFICIT IN FISCAL YEAR 2016/2017 INCLUDING IMPLEMENTING A

CONDITIONAL HIRING FREEZE.

WHEREAS, the City of Santa Fe is facing a fiscal year (FY) 2016/2017 operating deficit
of approximately $15 million that must be systematically addressed beginning before the end of
the current fiscal vear; and

WHEREAS, existing city services and workforce levels are not sustainable at current
rates of revenue, necessitating a comprehensive plan on prioritizing city functions and evaluating
sources of revenue; and l

WHEREAS, difficult decisions must be made as to how to cover this gap; and

WHEREAS, City of Santa Fe revenues are 75% dependent on gross receipts taxes
(GRT) that are variable and unpredictable; and

WHEREAS, since the 2008 recession, the local economy has experienced a slow

ﬁ :n é~¢ :/é""
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recovery and a shrinking tax base; and

WHEREAS, the 15-year phas&oﬁt period of the hold harmless GRT started in the
current fiscal year, with the city facing a $1.3 million GRT reduction in FY 2016/2017 and an
estimated total of $11 million throughout the §5-year phase-out period; and

WHEREAS, the city must address, through policy changes, the financial policies and
practices utilized historically, including the current fiscal year, to address changing conditions in
order to secure the sustainability of vital city government services and our community’s overall
quality of life.

NOW, THEREFORE, BE IT RESOLVED BY THE GOVERNING BODY OF THE
CITY OF SANTA FE RESOLVED that the City Manager shall conduct a city-wide needs
assessment of staffing and service levels for all core, quality of life, and other services classified
as such and prioritized by the Governing Body in order to identify potential areas for cost savings
with a goal of eliminating 75 positions over the next three fiscal years for a savings of $3 million
in accordance with the following guiding principles:

1. Efforts shall be made to avoid layoffs.

2. All vacant positions shall be evaluated at least quarterly to determine whether
they should be eliminated.

3. Consideration shall be given to a hiring freeze targeted te minimize negative
impact on core and quality of life services.

4, Efforts shall bf; made to optimize permanent savings through attrition.

BE IT FURTHER RESOLVED that The City Manager shall seek to identify cities
comparable in size, service levels and other variables, such as demographic factors and, in
accordance with the foregoing policies classifying and prioritizing City services and guiding
principles established by the Governing Body, in order to identify potential areas to right-size

City government with a goal of achieving comparable staffing and service levels, including the
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follo;wing actions:

1. Evaluate a hiring freeze and loss through attrition to reduce staffing to

recommended levels.

2. Seeking reductions in overtime and travel.

3. Identify and evaluate the impact on residents and visitors of any potential
reductions in service; and ensure that disadvantaged and poor residents are not disproportionately
impacted by such service reductions.

4, Evaluate the costs to the City of providing services and proposing changes to fees

for services that reflect such costs.

5. Identify functions that can be automated for permanent long-term savings.
6. Aggressively pursue delinquent taxes, fines, and fees.
7. Review the need to fill any vacant positions. If any one position remains vacant

after a period of two years, it shall be removed from the list of available positions.

BE IT FURTHER RESOLVED that the City Manager evaluate the City benefits
structure as it compares to the benefits structures offered by other New Mexico local governments
and by the State of New Mexic§ in order to identify potential areas for cost savings, with a goal
of achieving a comparable level of benefits to those governments with equivalent employee
contribution levels.

PASSED, APPROVED AND ADOPTED this 9" day of December, 2015.

o T

ATTEST: JAVIER M. GONZALES, MAYOR
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APPROVED AS TO FORM:

ﬁ/%a 4 ﬁmm

KELLEY Al BRENNAN, CITY ATTORNEY

M/Legislation/Resolutions 2015/201 5-110 City Staffing Needs v2
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