m REQUEST FOR COUNCIL ACTION

iy oF To: Honorable Mayor and Members of the City C  ouncil

P E O R | A From: Scott Moore, City Manager

AGENDA DATE REQUESTED: October 13, 2009

ACTION REQUESTED: PROVIDE DIRECTION TO STAFF ON CLOSING THE REMAINING
FY2010 BUDGET DEFICIT.

BACKGROUND: Throughout this year, the City Council and the Administration have partnered
to continually address the projected budget gap for FY2010. To date, a total of $10.5 million
worth of savings and other adjustments have been identified (inclusive of the Civic Center’s
refund and the Administration’s preliminary CIP projections). These adjustments are outlined in
Attachment 1 (pages 1-10). Adjustments have been made to the September 8, 2009 plan to
account for Council direction, VSI results and other feedback. Changes are highlighted
throughout Attachment 1 and documented in Attachment 2.

The Finance Department is now projecting the FY2010 budget deficit to be $14.5 million. This
re-forecasting is the result of continued poor performance in City revenues, especially sales tax
receipts. The City “receives” sales taxes three months after a month closes. It was not until
September that the first 6 months of the year's receipts were in hand. Month-to-month
fluctuations are difficult to use as future projections. Upon establishing a half-year trend of
declining revenues, the Administration has had to revise its projections for FY2010 and beyond.
Given the new projection, a gap of $4 million still exists.

At a recent meeting of the Council-Administration Budget Team, the Administration was charged
with preparing a set of options that closed this remaining gap through additional changes to the
operating and benefits budgets only. In order to meet this goal, the City Manager determined
that each department needed to reduce its unrestricted, projected FY2010 budget by at least
12% total (inclusive of reductions discussed on 8/18/09 and 9/8/09). The results are found in
Attachment 3 (pages 1-10). In total, the Administration identified $4,173,621 worth of reductions.
Savings in 2011 and 2012 from these reductions are also projected using normal annual growth
percentages.’

The highlighted reductions dramatically reduce the City’s capabilities to maintain the existing
services at their current levels. A total of 46 positions have been identified for complete
elimination and 14 have been identified for seasonal lay-off (see Attachment 4 for a breakdown
of FTE eliminations). The highlighted reductions are a dramatic decrease in the City’s internal
and external operations, but are tough decisions facing the organization and community. The
Police Department will be faced with reducing its force by 17 officers. The Fire Department is
faced with eliminating 15 positions, including shutting down one fire company. If the Firefighters
Local 50 had not conceded their 2010 wage increases, the closing of a second fire company
would be facing the department. Other front-line departments like Public Works and Emergency
Communications could also expect critical losses in service delivery internally and externally.
While a smaller part of the overall budget, critical functions in back-office departments like
Information Systems and Legal will lead to serious interruptions and delays that will impact front-
line departments and citizens alike.

1 4.75% for union wages, 3.5% for exempt wages, 2.5% for contractual expenses, and 1% for materials and supplies.




The critical loss of services and the crippling effect of many of these changes is likely
unacceptable. The Administration continues to seek wage concessions from remaining
bargaining groups. An estimated additional $1,254,000 would be saved if the Peoria Police
Benevolent Association ($732,000), AFSCME ($393,000), the Crafts and Trades group
($116,000) and IBEW ($13,000) agreed to forgo their 2010 cost-of-living increase (the same offer
made by Firefighters Local 50 in August). The Administration recommends that the savings
realized from any new concessions be applied directly to restoring services in the departments in
which those employees work. If written agreements with these bargaining units are reached
prior to October 20, the Council can debate additional ways to close whatever gap remains at its
October 27, 2009 meeting. That discussion will include authorizing the Administration to execute
the plan outlined in Attachment 3.

The final attachment (Attachment 5 pages 1-3) outlines a few options for animal control services.
Recently, a number of Councilmembers have questioned whether animal control should be
provided by the City since it 1) runs a deficit between revenue and cost and 2) has elements of
service that are statutorily the responsibility of the County. The attachment outlines the issue
and provides three options beyond the option of keeping the status quo. Any savings generated
by adopting any of the three options would be in addition to those identified in Attachment 3. The
Administration does not recommend any transfer of PAWS to Peoria County or reducing its
budget any further than has already been offered if there is an expectation that service levels not
be reduced beyond what is currently provided.

Through the reductions identified in Attachment 3, the Administration has provided the City
Council with a tentatively balanced FY2010 budget. However, in the professional opinion of the
Administration, these additional cuts result in a severe reduction in services that will hinder our
ability to execute City Council policy in an efficient and effective manner, both internally and
externally. Without counterbalancing decisions by the City’s bargaining units on wages and/or
further direction by City Council on other options, the Administration is prepared to bring a final
budget to City Council for approval that is reflective of these reductions.

FINANCIAL IMPACT: This report is a preliminary set of options for reducing the budget and is
offered only to provide information. Receiving and filing the report, with or without changes, has
no immediate impact but will provide guidance to staff as the budget is prepared.

NEIGHBORHOOD CONCERNS: Citizens generally want adequate services provided at a
reasonable cost.

IMPACT IF APPROVED: The Administration will use this plan as guidance in developing a
budget for approval.

IMPACT IF DENIED: The Administration will await different direction from the Council on ways
to address the near- and long-term budget issues.

ALTERNATIVES: None recommended.
EEO CERTIFICATION NUMBER: Not applicable.

RELATIONSHIP TO THE COMPREHENSIVE PLAN: This effort is consistent with 6.A.3:
“Address financial issues.”




REQUIRED SIGNATURES

Department Director

City Manager

Finance Director
(Certification of Availability of Funds)

Corporation Counsel

City Manager
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Attachment 2: Changes to 9/8/09 Plan

Additional Savings

Proceeds from library bond (per Council) S (798,000.00)
(Police) Added $10,000 in savings to “Reduction in Specialty Unit overtime” S (10,000.00)
(Police) A:ji:;:evciltila;zlr;zstZegI;;r:zf)ted positions to reflect VSI (salaries and $  (133,355.00)
(Fire) Added VSI longevity savings S (70,342.50)
(Fire) Adjusted salaries of eliminated positions to reflect VSI S (853.20)
(ECC) Added VSI longevity savings S (4,148.35)
(Inspections) Added VSI longevity savings S (13,218.82)
(Inspections) Adjusted salaries of eliminated positions to reflect VSI S (37,371.60)
(Inspections) Adjusted salaries of positions to be re-filled to reflect VSI S (70,851.54)
(Public Works) Savings realized from lower-than-projected garbage contract S (310,428.00)
(Public Works) Adjusted salaries of eliminated positions to reflect VSI S (22,416.00)
(Finance) Adjusted salaries of eliminated positions to reflect VSI S (1,578.30)
Subotal S (1,472,563.31)
Additional Costs

Added 2010 VSI payments S 300,000.00
Net adjustment to benefits (from VSI savings and restoring FTEs) S 87,384.94
Changed “Hold 2 civilian positions open” to “Hold 1 civilian position open” and $ 48,355.00

“Hold 1 Admin | position open”

Restored Economic Development position (per Council) S 51,383.00
Restored funding for hearing officer in Legal Department (per Council) S 18,000.00
Restored funding for IWIRC wellness contract in Fire Department S 50,000.00
Removed sidewalk program savings S 290,000.00
Added back PW Program Administrator to cover sidewalks S 50,669.00
Subtotal S 895,791.94
Difference between orginal Sept. 8 plan and current version $ (576,771.37)

Attachment 2
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Attachment 4: Impact of Budget Reductions on Staffing

FYZO(?Q ETEs on Sept 8 Oct 13 Possible F.Y2010
Department Authorized . ] Subtotal Authorized
10/9/09 Reductions Reductions
Strength Strength

Council 1 1 0 0 0 1
City Clerk 4 4 0 0 0 4
City Manager 5 5 0 0 0 5
Equal Opportunity 2 2 0 0 0 2
Treasurer 6 6 0 0 0 6
Finance 19 18 1 1 2 17
Legal 8 8 0 1 1 7
Human Resources 6 5 0 0 0 6
Information Systems 18 18 0 3 3 15
Economic Development 5 5 0 1 1 4
Planning and Growth 19 19 1 0 1 18
Inspections 50 50 4 1 5 45
Police 290 283 19 20 39 251
Fire 216 208 8 15 23 193
Public Works* 105 104 7 1 8 97
Emergency Comm. 40 39 2 3 5 35
Totals 794 775 42 46 88 706

* An additional 2 FTE (Traffic) will be laid off from Jan - Apr and 12 FTE (Streets) laid off from April - Oct.

The Administration and Council identified 42 positions for elimination on 9/8/09. To close the
remaining budget gap, the Administration has identified an additional 60 positions (46 permanent lay-
offs and 14 seasonal lay-offs. A total of 88 FTE may be permanently reduced in the FY2010 budget.
This represents an 11% reduction in workforce (not including reductions in temporaries or seasonal

lay-offs).
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Attachment 5: Animal Control Options

Background
In recent months, the City Council has discussed the concept of transferring animal control duties to

Peoria County. This concept is based on State law that outlines animal control functions as a
responsibility of County government. The current agreement, dating since 1984, requires the City to
provide animal and rabies control services throughout Peoria County and operate the animal shelter in
return for retaining all rabies registration fees.

In total, the City can expect to generate $1.1M in revenue in 2009. The total cost to run the operation is
$1.6M. This creates an estimated shortfall of about $500,000 each year.

Under lllinois State Law, County governments are responsible for providing the following services only:

¢ animal bite investigation,
* rabies prevention, and
e dangerous or vicious dog determination.

The City’ animal control unit (PAWS) provides enhanced animal control services: stray animal
impoundment; sick/injured animal rescue; ordinance enforcement; animal impoundment and
disposition; animal adoption; humane education; and wildlife removal. These services are not required
of County governments in lllinois State Law.

In addition to impounding 8,257 animals in 2008, animal control officers also responded to 16,715 calls
for service, distributed in the following manner:

Jurisdiction Calls Percentage
Council District 1 3,588 21.5%
Council District 2 2,300 13.8%
Council District 3 3,614 21.6%
Council District 4 1,511 9.0%
Council District 5 1,071 6.4%
Non-Peoria Municipalities 2,705 16.2%
Unincorporated County 1,927 11.5%
Total 16,715 100.0%

Option 1: Transfer Responsibility of Animal Control to Peoria County

City staff recently spoke with Peoria County Administrator Patrick Urich regarding the outcomes to be
expected if the City relinquished animal control responsibilities. Mr. Urich referenced the limits of
responsibility in State law and noted that a recent review of generated revenue demonstrated that 23%
of rabies registration fees come from the unincorporated Peoria County, 53% from the City and 24%
from other Peoria County municipalities. In looking at the above call distribution, he pointed out that
while the City creates a larger portion of the workload, proportionally a larger share of the registration
revenue is generated outside the City limits.

Mr. Urich stated that the County has a strict policy of covering the cost of services with identified fees.
The County is willing to execute its mandated responsibility, but will retain all revenue generated from
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rabies registration. If the City wanted the current service level to remain, the County would contract
with the City (as it would do any other municipality in Peoria County) to provide enhanced services. The
cost of this service would be equal to the shortfall between revenue generated from within the City and
the cost of providing service within the City. The sole difference between the current shortfall and the
County's charge would be an accounting for the lower benefit level of Peoria County employees.

Option 2: Reducing PAWS’ Expenses by $250,000

Given the operating deficit in PAWS of $500,000, the City Manager directed staff to demonstrate what
expenses would need to be reduced in order to make up half of the difference. In addition, staff was
asked to state what services would need to be curtailed with reduced expenses.

Budget Reductions ($250,000)

Eliminate Admin Spec | (Salary & Benefits) $57,676
Eliminate Animal Control Officer $50,057
Eliminate Animal Control Officer $55,835
Eliminate (2) Part time Kennel Technician $27,614
Eliminate Temporary $1,000
Eliminate Humane Education $1,000
Eliminate Food and Beverage $750
Eliminate Awards and Recognition S400
Eliminate Photography $250
Eliminate Training $4,000
Eliminate Cellular Phones $4,400
Reduce Postage $2,000
Reduce Capture Equipment $3,000
Reduce Veterinary/Medical $12,000
Reduce Vehicle Main/Fleet Recap $30,096
Total $250,078

Services lost:

The shelter will close on Saturday, thereby reducing the number of pets reclaimed or adopted as
well as the corresponding revenues.

Animal control officers will respond to calls between 8 am and 5 pm seven days a week and will
be on call for emergencies only after those hours. There will be no 2" shift, no early shift, and
only one animal control officer on Saturday. Fewer officers will be available to respond to calls
for service and there will be longer response times.

Municipal contracts will be eliminated. Officers will respond to calls only inside the City of
Peoria limits and in unincorporated areas of the County, not in incorporated villages.

Less veterinary care for impounded animals.

No cell phones for animal control officers and supervisors. (Loss of productivity, less personal
safety.)

Elimination of NEAT team.

Fewer reminder notices for rabies registration will be mailed reducing the level of compliance
and associated revenue.

No training for staff.

No court stenographer for dangerous dog hearings.

No humane education materials.
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¢ No recognition for volunteers.

* No photography equipment replaced.

e As equipment gets broken or wears out, it will not be replaced placing employees at risk for
injury.

Option 3: Reducing PAWS’ Expenses by 5500,000
As in Option 2, staff was charged with cutting $500,000 in expenses and demonstrating the impacted
services.

Budget Reductions ($500,000)
All Reductions from Option 2 $250,078
Eliminate Kennel Technician $51,825
Eliminate Shelter Services Coordinator $ 99,060
Eliminate Overtime/Standby/On Call $61,615
Eliminate Spay/Neuter S 37,500
Total $500,078

Additional services lost:

e Animal adoption program eliminated. The shelter will no longer adopt out homeless or
unwanted animals; dog and cats that do not get reclaimed will be humanely destroyed. An
estimated 7,000 animals will be euthanized.

e Emergency (after hours) service eliminated. Animal control officers will not respond to any calls
after regular hours nor provide service on holidays. Police officers or other departments will
need to respond to calls for aggressive or biting animals, drug or DUI arrests, etc., to impound
any animals found. This places the police officer at risk for injury without appropriate training or
equipment and compromises the public’s safety as well.

¢ No response for wildlife complaints (unless a bite has occurred). Police or other departments
will need to dispatch sick, injured, or nuisance wildlife.

e No after hours receptacles for incoming animals. Citizens holding stray animals must keep them
until regular shelter hours.

Summary

A $250,000 or $500,000 reduction in the animal shelter’s budget dramatically changes the operation of
the animal shelter and the animal and rabies control programs. Animal control officers will only respond
to calls during the hours of 8 AM and 5 PM Sunday through Saturday with the elimination of second shift
and early morning patrol. Calls regarding wild animals or those received after hours will need to be
handled by the police or another department. The shelter will only be open Monday through Friday 8
AM to 5 PM limiting citizens’ access to service. Response times to calls will increase with fewer animal
control officers able to respond. Furthermore, impounded animals will receive no preventive health
care and will likely be euthanized if no adoption program exists. Animals routinely left at the front gates
will be abandoned or left roaming.

All revenues will likely decline as fewer people reclaim their lost pet, adopt a new pet, or voluntarily
comply with registration and other requirements.

Transferring responsibility to the County will similarly reduce service levels unless the City chooses to
contract with the County to provide enhanced, non-mandated services.
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