City of West Jordan
City Manager

TO: City Council

FROM: Tom Steele, City Manager

SUBJECT: City Manager’s Submittal: Proposed 2009-10 Budget
DATE: April 17, 2009

The purpose of the Fiscal Year 2009-10 City Manager’s Proposed Budget is to address the issues
raised and solutions suggested in the attached Fiscal Recovery Plan. The changes in format are
intended to focus the efforts of budgetary planning at the programmatic level (described in the
attached Performance-Based Program Budgeting), and to introduce tools of analysis and
evaluation that hopefully frame numbers in a context of service selection, prioritizing, and

delivery.

Within that context, allow me to briefly summarize (1) the major initiatives we have taken this

year to

make significant and lasting progress towards fiscal sustainability; and (2) a sampling of

the tools and efforts we will undertake to continue that progress into future years.

Current budget year assumptions:
This budget:

»

Reflects 10.5 fewer positions than last year’s budget, but will also reflect the mid-year
addition of four additional sworn police officers. My former Assistant City Manager
position and one Management Analyst position have been eliminated, and I will defer
hiring someone to fill the position of Administrative Services Director until at least July of
2010.

Does not recommend layoffs to further reduce costs at this point, but recognizes that
more drastic measures may be required if circumstances play out more negatively than we
predict at this point. We will monitor the situation monthly, and circumstances could
change at any time.

Assumes relatively flat revenue growth for the next year.

Freezes compensation at current levels for the next year.

Reduces non-personnel operations costs by an average of 10%.

Proposes a transfer of $500,000 from the Fleet Fund. The fund does not have as dramatic
a surplus as generally thought, but is healthy enough to allow us to begin a more in depth
analysis and policy correcting. I propose deferring replacement charges to the
departments until year end, if the resources are available at that point.



¢ Proposes a $1.00 per month per custorner storm system fee to replace general tax funding
of basic storm system maintenance costs, and moves revenue and expenses to the Sewer
Fund.

e Reduces the medical insurance benefit levels and shares the resulting savings with
employees.

Future Tools and Initiatives:
Fiscal Recovery Plan

This is a five-year plan to reach both a practical and theoretical “fiscal sustainability.”
Sustainability implies that you understand the nature of economic cycles well enough to
reasonably plan to survive the effects of volatility over time; that you balance income and outgo
judiciously enough to support the survival planning; that you balance community demand for
service with community willingness to pay to avoid false growth and yet respond to true growth
demands on the legitimate services of the city. The plan has specific goals and tools, employing
such approaches as incremental tax adjustments, productivity improvements, organizational
right-sizing, one-time versus ongoing resource analysis, etc., in a balanced approach that avoids
unnecessary panic, knee-jerk reaction, and replaces it with reason, creativity and consistency.

Strategic Planning

West Jordan developed a comprehensive strategic planning tool starting in 2001 to address the
capital infrastructure needs of the City. Too often an organization simply identifies needs (the
“what”), without recognizing the inescapable link to means (the “how”). Our capital strategic
plan is dynamic and morphs to an extent every year depending on both a regular re-examination
of the City’s infrastructure needs and on the trends in supporting revenues. In the capital area,
we need to add future planning for buildings and facilities, and readdress the sustainable funding
for parks and storm systems.

However, it doesn’t do a lot of good to build infrastructure, parks, buildings, etc., and not bave a
parallel plan to operate and maintain those structures. Operational strategic planning will be a
focus of the organization for this coming year. The process is actually very similar to the capital
strategic planning: you develop an overall master plan that reflects the demands on the system
(in this case, the services), building off of the growth characteristics identified in the City’s
general plan process. You examine the way services are delivered, analyzing not only the cost of
incrementally expanding existing services to growing areas, but examining the work processes
that deliver the service. Particularly in the radically evolving economy that will be our future, it is
critical to look beyond incrementalism and look for alternative approaches, methods, and levels of
service delivery ... even carefully and selectively considering outsourcing or privatization. Finally,
the “needs” need to be matched to the resources. Staff does not have a primary role in demanding
or creating resources, other than to suggest ways to make those resources fair, equitable, and
rationally connected to benefits received. The primary responsibility for resource identification
and development is on the shoulders of the City Council, both as representatives of and partners



with, their constituency, the citizens of West Jordan. In the final analysis, the duty of the
organization is to provide as productively as possible the desired, identified services within the
limitations defined by available resources.

Organizing for productivity and accountability

1 have worked in the City of West Jordan organization for nearly eight years now, and have come
to respect and admire the people who work here. Obviously every organization, particularly
larger groups, have both strengths and weaknesses, and we will continue to monitor, coach, and
manage to take advantage of the strengths and shore up or eliminate the weaknesses.
Nevertheless, I am pleased with the caliber of preparation, the hard work, and the willingness to
please exhibited by the vast majority of our employees. Iam constantly amazed at the insights
and the expertise that support and enhance not only the planning and analytical efforts, but also
the sometimes tedious, sometimes frustrating, day to day work.

After [ was appointed as City Manager in February of this year, we reorganized into essentially
seven departments: Office of the City Manager/City Council; Legal Office; Administrative
Services; Development; Public Works; Fire; and Police. I believe the resulting organization offers
the best combination and arrangement of management and functions to productively address the
challenges the City faces over the next few years. Combined with the development of program
budgeting and performance measurements, accountability will be a natural and welcome result.

Transparency and Leadership

My goal is to encourage and enable a learning and growing organization. There are two critical
principles that we will need to live to move to the next level of excellence. The first is honest,
open, transparent government. Much of the literature on transparency focuses, rightly so, on
external access to information. While that will be a prime directive of the City, an equally
important objective of transparency is to allow the organization itself to learn and apply new
knowledge and new thought to our jobs. I hear often about “incentive” programs to pay for
suggestions or work improvements. While such reward systems may have their place, in my
experience the greatest results come from the incentive of “love.” Love of contributing, love of the
organization and community, love of profession, and simply love of the freedom to make a
difference. Such values are unavailable in a closed, unresponsive system.

The second, often misunderstood principle is leadership. Whatever else you think of him, Ralph
Nader struck a chord with me when he said, “I start with the premise that the function of
leadership is to produce more leaders, not more followers.” The earth shakes when you finally
understand that you don’t have to be a manager to be a leader. In alearning, growing
organization, there are simply never too many leaders. If at the end of five years my organization
is not full of visionary leaders, ethical leaders, compassionate leaders, humble leaders, practical
leaders, and productivity leaders ... I will have failed as a City Manager.

Enough said; let’s go to work.

This budget document is a new start. Itis a work in progress. It will adapt and evolve. Let’s get
to it!



General Fund
Five Year Fiscal Recovery Plan
Concepts and Goals

“Obstacles are those frightful things you see when you take your eyes off your goals.”
— Henry Ford

The two primary goals of this Fiscal Recovery Plan are:

1.

Balance the budget and actuals within three years. This sounds like a no brainer, but it is not a simple
proposition. In the first place, it is one thing to show a balanced budget (where revenues meet or exceed the
expenses), and quite another to end the year in that position. Secondly, the more artful part of this exercise
is to minimize both the disruption to community services and the damage to employees’ lives.

Adopt budgets and policies that will help achieve financial sustainability within five years. Again, not as
easy as it sounds. By nature and tradition in Utah, citizens are often much more willing to spend money on
bricks and mortar, and less inclined to spend it on actual people (employees). Yet, 75% of our General
Fund is made up of personnel costs. Sustainability then will require a balance between marketplace position
(attracting and retaining quality employees) and consumer trust (willingness to give ongoing support to our
labor-intensive efforts).

Year One: FY 09-10

[ ]

Eliminate or hold 10.5 positions from the approved FY 09 authorized personnel list.

Absorb mid-year cost additions for four sworn police officers and one legal assistant.

Freeze all compensation increases, including step increases, cost of living adjustments, and career ladder
advancements.

Reduce non-personnel costs by an average of 10%.

Decrease health insurance premium costs by 5-7%; share additional savings with employees.

Begin charging a per customer/unit $1.00 per month storm water system maintenance charge; move storm
drainage responsibility to Sewer Fund.

One time transfer of fleet fund balance to General Fund of $500,000.

Ending Fund Balance goal: $2.5 —$3.0 million.

Year Two: FY 10-11

Target additional personnel reductions through attrition with a target of the equivalent of 10 additional
positions.

Dynamically monitor and react to maintain a balance between revenue trends and expenses.

Limit non-personnel cost increases to a maximum of a composite index using various national and state
business cost indices.

Offer a limited number of early retirement bonuses to trade the costs of long-term employees with the
reduced costs of new employees.

Begin implementation of the first year of an incremental property tax increase plan.

Limit cost of living adjustments to a rationally developed percentage of a composite index using various
national and state wage earner cost of living indices.

Consider alternative governmental taxation models, including possible city-wide parks and/or public safety
assessment areas; enterprise approaches; and dedicated funding assignments.

Explore cost reduction or efficiency increase opportunities through outsourcing, program elimination,
automation, etc.

Ending Fund Balance goal: $3.5 million; minimize one-time shoring.



Year Three: FY 11-12

Dynamically monitor and react to maintain a balance between revenue trends and expenses.

Target additional personnel reductions through attrition with a target of the equivalent of 10 additional
positions.

Continue the practice of measured approaches to personnel and non-personnel cost increases tied to
composite indices.

Explore cost reduction or efficiency increase opportunities through outsourcing, program elimination,
automation, etc.

Continue incremental property tax increase plan.

Ending Fund Balance goal: $4.0 million; eliminate one-time shoring.

Year Four: FY 12-13

Begin implementation of the operational strategic plans of the city and address future capital needs that rely
on General Fund funding.

Dynamically address the balance of resources and program costs.

Continue looking for opportunities to reinvent service delivery to achieve greater efficiency and maintain
consistent or improved quality.

Balance the use of volatile revenue sources to plan for normal economic cycles. Use rainy day funding
strategies to help absorb impacts.

Ending Fund Balance goal: 10% of total General Fund budget.

Year Five: FY 13-14

Re-examine the effectiveness of the Recovery Plan; replace with an ongoing sustainability policy and plan.
Challenge assumptions; encourage creativity and leadership.

Continue the steps and strategics that have proved most effective.

Adapt to the economic and communpity environment.

Ending Fund Balance goal: 10% of total General Fund budget; transfer resources as available to rainy day
funds.






