City of Alexandria, Virginia

MEMORANDUM
DATE: FEBRUARY 13, 2007
TO: THE HONORABLE MAYOR AND MEMBERS OF CITY COUNCIL
FROM: JAMES K. HARTMANN, CITY MANAGER

SUBJECT: BUDGETMEMO# 1: PROPOSED SCHEDULE AND ADD/DELETE PROCESS
FOR THE FY 2008 BUDGET DELIBERATIONS

ISSUE: Proposed schedule and add/delete list process for the FY 2008 Budget deliberations.

RECOMMENDATION: That City Council review this report and inform staff, at the February 15,
2007 budget work sesston, of any requested revisions in due dates or in the suggested process.

DISCUSSION: Typically, specific written guidelines for the budget add/delete process have been
delineated, including (1) a timeline with specific due dates for budget memos, the preliminary
add/delete list and the final add/delete list, (2) an established format for the submission of add/delete
items, and (3) a statement of the specific criteria for the inclusion of add/delete list items on the
preliminary and final lists. How budget amendments such as add/deletes are to be handled was
reviewed by action of City Council in October 2006, and reaffirmed in Resolution No. 2205
(attachment 1),

The table on the next page provides the timeline recommended by staff for the FY 2008 budget
process, based on the budget calendar adopted by City Council. This proposed timeline parallels the
process and timeline generally used by the City Council for the last seven years, as modified by
Resolution 2205. The timeline also includes the actions required by statute to be taken by certain
dates for adopting the real estate and personal property tax ordinances. Given the new provisions
of Resolution 2205, public hearings have been scheduled as late as possible.

This year, as we did last year in response to Council’s request for an earlier Budget and Fiscal Affairs
Advisory Committee (BFAAC ) report, we will request BFAAC transmit its report on the Operating
Budget and Capital Improvement Program by April 13 at the latest for discussion at a work session
to be held the following week. (The exact date for the work session with BFAAC is before City
Council at this time for scheduling.) This schedule will provide the BFAAC report to Council well
before the Council submission of prelinnnary add/delete items.



CALENDAR FOR FY 2007 BUDGET DELIBERATIONS

Thursday, February 15 Budget Work Session: Taxes, Fees and Other Revenues

Wednesday, February 21 Budget Work Session: Personnel Compensation

Monday, March 5§ Budget Work Session: Capital Improvement Program Issues

Monday, March 12 Budget Work Session: Public Safety Organizations (Police,
Fire, Sheriff, Judicial Organizations, Other Public Safety and
Justice)

Monday, March 19 Budget Work Session: Development and Transportation (TES,

Code Enforcement, Planning and Zoning, Housing, Economic
Development Activities)

Thursday, March 29 Budget Work Session: Social Services (DHS, Alexandria
Fund, MH/MR/SA, Health, Other Health, Office on Women
and Office on Human Rights)

Tuesday, April 2 Deadline for written notice to City Manager and City Clerk
from Council Members of intent to offer amendment adding
$50,000 or more to the proposed budget.

Monday, April 9 Public Hearing on the FY 2008 Proposed Operating Budget,
and the FY 2008 to FY 2013 Capital Improvement Program.

Tuesday, April 10 [ntroduction and First Reading of Property (Real and Personal)
Tax Rate Ordinances. This set the rates to be advertised.

Wednesday, April 11 Budget Work Session with the School Board on Schools
Capital Improvement Program and FY 2008 Operating Budget
Fourth Budget Work Session: City Operating Budget Issues.

Thursday, April 12 Deadline for Proposed Amendment adding $50,000 or more to
proposed budget if matter raised by a member of the public at
public hearing on April 9 and proposed amendment requested
by at least 3 members of City Council

Friday, April 13 Advertisement of Public Hearings on Effective Tax Rate
Increase and Property Tax Rate Ordinances must occur at least
7 days prior to public hearing on April 24", but not more than
5 days after introduction. Council may not adopt real property
or personal property tax rates in excess of the rates advertised.

Monday, April 16 Budget Work Session: Recreation and Cultural Affairs
(RPCA, Library, Office of Historic Alexandria, Other
Recrcation)




Wednesday, April 18

Suggested deadline for Council requests requiring a written
budget memorandum response before additional preliminary
add-delete items due (but see earlier deadlines for “adds™ of
$50,000 or more)

Wednesday, April 18 or
Thursday, April 19

Budget Work Session: BFAAC Report Presentation and
Discussion.

Monday, April 23

Budget Work Session: General Government (Citizen
Assistance, General Services, ITS, OMB, Personnel, Real
Estate, Finance)

Tuesday, April 24

Public Hearing on Effective Real Estate Tax Rate Increase.' at
Regular Council Legislative Session

Wednesday, April 25

Deadline (by 5:00 p.m.) for identifying items for the
Preliminary Add/Delete List. (See process discussed below in
sections 2 and 3.)

Friday, April 27

Preliminary Add/Delete List delivered to Council

Monday, April 30

Budget Work Session: Discussion of Preliminary Add/Delete
List.

Friday, May 4

Final Add/Delete List delivered to City Council, based on
revisions discussed at April 17 work session. (See process
discussed below in section 4.)

Monday, May 7

Budget Work Session and Budget Adoption at a special
legislative meeting of Council. Adoption of Budget and 2™
reading and final passage of tax rate.

Particular elements of the proposed calendar for budget deliberations are discussed below:

1. Staff Responses to Council Requests for Information on the Proposed Budget and
Capital Improvement Program

Budget Director Bruce Johnson, as the lead staff person on the budget, should receive all requests
from members of Council in writing, by e-mail, by telephone request , or through requests at Council
meetings or budget work sessions. Staff’s practice is to respond to all of these Council requests as
soon as feasible. The earlier those questions are asked in the process, the better the chance that
Council will have full and complete answers in time to influence the add/delete process. Staff cannot
promise to answer questions received after Wednesday, April 18" before all the preliminary
add/delete suggestions are due to staff on Wednesday, April 25",




2. Preparing Preliminary Add/Delete List

To ensure that there is not a misunderstanding regarding the development of the Preliminary
Add/Delete List, Budget Director Bruce Johnson will contact each member of Council by telephone
to determine the items the member wishes to be included on the preliminary list. This will be done
prior to the release of the budget memo that transmits this preliminary list. For each item that a
Council member wishes to have included on the Preliminary Add/Delete List, staff will reach an
agreement with the member on the language that will be used in the list to describe the item. This
will be done either orally over the telephone or through an exchange of faxes or e-mails.

No language describing an add/delete item will be placed in the preliminary list unless it has been
agreed to by the “sponsoring” Council member. Once agreement has been reached with all members
regarding the items they wish to have included in the Preliminary Add/Delete List, staff will finalize
and forward to Council the budget memorandum that contains this list. If different members have
different approaches to the same item to be added to or deleted from the preliminary list, staff will
reflect the different approaches on the list and will identify the member who supports each approach.

3. Criteria for Preliminary Add/Delete List Items

In accordance with the City Council’s adopted Resolution 2205 (Attachment I), any add/delete item
or group of items that adds to expenditures must be accompanied by an offsetting decrease in
expenditures or increases in revenue. If such an offsetting item or group of items is not identified
by a member, then staff will not add to the Preliminary Add/Delete List the item which the member
wishes to have placed on the list.

Adds of $50,000 or more must be requested by Tuesday, April 2, unless a matter has been raised by
a member of the public at public hearing on April 9 and the proposed amendment is requested by
at least 3 members of City Council by April 12. Other than the requirements of Resolution 2205,
Council members may use their own criteria in determining the items they wish to have added to the
Preliminary Add/Delete List,

In addition, monies included within the gencral Contingent Reserves account (which is part of the
annual operating budget and is budgeted at $375,00 in the FY 2008 Proposed Budget) cannot be used
to fund an addition without specific Council approval to transfer these monies to an operating agency
account. As aresult, if a Council member wishes to fund an addition by the transfer of monies from
the general Contingent Reserves account, this deletion from the Contingent Reserves account and
the corresponding added items’ expenditure must be included on the add/delete list.
Recommendations from the City Manager for consideration of expenditure items that were
unforeseen at the time the proposed budget was presented may also be handled in this manner.

4. Deadline for Requests to Increase the Real Property Tax Rates or Personal Property
Rates

The legal deadline for advertising the real property tax rate is Tuesday, April 17™, 7 days in advance
of the scheduled date for the effective real property tax rate hearing on Tuesday, April 24", If City
Council wishes to have the City Manager advertise a higher real property tax rate than that in the
proposed budget of 81.5 cents per $100 of assessed value, an indication of that action by Council



must occur at the April 10" Legislative meeting in order to to enable advertisements to be posted by
the legal deadline. The same time frame would hold for the City’s personal property tax rate of
$4.75.

5. Preparing Final Add/Delete List

This year’s Preliminary Add/Delete List will be considered at the Monday, April 30" work session.
Any ambiguities in the items on the preliminary list can be resolved at that work session, through
revisions to the language used to describe the items. Based on determinations made at this work
session, staff will prepare its Final Add/Delete List and will distribute it to Council on Friday, May
4" No additions to the Preliminary Add/Delete List can be made after April 30®, but any
clarifications of items on that list may be made in reaching the Final Add/Delete List. We do not
anticipate the need to contact any Council members after the April 30" work session regarding the
Final Add/Delete List, since we expect Council will have reached agreement at that session on all
revisions to the preliminary list, including language revisions. However, if, for some reason, this
turns out not be the case, staff will review specific items on the Final Add/Delete List with the
proposing Council member before distributing it on Friday, May 4™.

ATTACHMENT: Approved Budget Resolution Regarding the Treatment of Final Revenue
Adjustments During the Budget Process

STAFF: Mark Jinks, Deputy City Manager
Michele Evans, Deputy City Manager
Bruce Johnson, Director, Office of Management and Budget



RESOLUTION NO. 2105

Budget Resolution Regarding the Processes To Be Used To Plan For and
To Adopt Operstiog Budgets and Capltal Improvement Programs

WHEREAS, the Alexandria City Council wishes 1o esiablish specific policies to guide
upcorming budget deliberations to cosure respousible actions with cumrent economic resources;
and

WHEREAS, rezofutions No. 2088, 2150, and 2166 and previously adopted by City
Council have now expired; and

WHEREAS, City Council's deliberutions on the budget cach and every year reflect &
balancing of the needs of the comemunity, with the community's ability to afford services (0 meet
those needs; and

WHEREAS, the City Counci] is committed o continue performing fully its obligations
to provide the core services expecied of & municipal government and to continue to provide
quality services and facilities for the residents and businesses of Alexandria; and

WHEREAS, residential real estate laxes have bomne an increasing share of the burden of
paying for City and School services; and

WHEREAS, the City Council is committed to managing the growth of City General
Fund operating and capital expenditures in order to help addrcss the issuc of increased
residential real estate taxes; and

WHEREAS, the City Council is commitied 1o assisting Alexandria City Public Scheols
in achieving its mizsion and being among the best in Northern Virginia; and

WHEREAS, the City Council is commitied to maintsining a fair, reasonable and
competitive compensation plac for City and Schoot employees; and

WHEREAS, the City Council {§ committed to continuoutly improving City govemment

effectivencss and efFiciency, and expects the City Manager and City staff to focus on managing
for resulis, and

WHEREAS, the City Council is commitied to maintaiging its top AAA/Aaa credit
ralings; and

WHEREAS, the City Council desires to achieve the visicn and strategic goals and
objectives outlined in the City Council's sdopted Strategic Plan; and

WHEREAS, sufficient tme for the budget process is neceasary for the City Council and
the community 1o deliberate on the various issucs raised given the budget’s complexity and
importance;

NOW, THEREFORE, BE IT RESOLVED by the Counci! of the City of Alexandria,

Virginia, that the Council shall, for the purposes of consideration of the Budget for the City of
Alexandria, ldhel_t te the following rules of procedure:

Section (») The Timing of the Setting of Budget Targets by City Council and the City
Mansger's Budpet Submission to City Councll

(1) That the City Manager shall plan and prepare the proposed Operating Budget and
proposed six-year Capital Improvement Program and that such preparations shall ioclode, but
not be limited to, tequests for City depariments 1o identify efficiencies, low priofity programs
not ¢rucial to achieving City Council strategic objectives, potential discretionary suppiemental
increeses crucial to achieving City Council’s strategic objectives, and potential City-wide
process changes that would be beneficial to City operations and 0 the public.

g
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(2) That the City Manager shall present to City Council in time for the fall Council
Retront a pretiminary forecast and oullook for (3) revenues (including the outlook for real estate
assessments}, (b) expenditures necessery to mainiain sppropriate services end policies (inchuding
in the City Manager's forecast of cash capital and debt service costs relaied to the most recently
approved Capital Improvement Program and estimates of the cost of an appropriatc cost-ol-
living adjustracnt for City and School staff), (c) the outlook for additional requests for City
operating noeds in the upcoming fiscal year and futture capital needs in the upcoming fiscal year
and succeeding 5 fiscel years, (d) the outiook for Federal and State granis and the casts of

meeting unfunded Federsl and State mandates, both cument mandates and projecied new
mandates. '

{3) That the Alexandria City School Sysiem shall separately present to City Council, but
in a forma coordinated with the City Manager, its preliminary forecast and outlook for {a)
cxpenditures necessary lo muintain appropriate services and policies, (b) the outlook for
additiona) requests for Schools operating in the upcoming fiscal year and capital needs through
the upcoming fiscal year and the succeeding five years, {c) the outlook for Federal and State
grnts, and {(d) the outiook for the costs of meeting unfunded Federa] and State mandates, both
cwrent mandates and projected new mandates.

(4) That as part of its fall Retreat, City Council will consider this information and any
olher relevant information svailable to it at that time from the efforts described above, including
titizen input to be provided by u public hearing on the upcoming budget to be conducted prior to
City Council’s fal} Retreat.

{5) That City Counci! shall, as a result of information available to it at the Retreat, direct
that the City Manager prepare a budget resciution to be adopted by City Council 1o guide the
preparstion of the upcoming Operating Budget and next Capital improvement Proagram and that
such x resolution would contain (a) a target for City General Fund expenditures (including aay
cost of a cost-of.living adjustment {(COLA) for City staff and cash capital and dabt sorvice), and

(b) a target for a budge transfer to the Alexandriz City Public Schools (including the cost of any
COLA for School staff).

{6) City Council shall establish for the City Manager and the Schools what prejiminary
percentage COLA should be included in the targets establighed in sections 5(2) and 5(b) above, |

(7) That City Council plans to adopt such a budget tesohnion during the month of
Nevember,

{8) That the Board of the Alexandria City School Schools is requested to approve an
Operating Budget and Capital Improvement Program by no later than January 31, prior to the
upcoming fiscal yesr. Such budget, if it shall exceed the Council approved budget targets for the
Operating Budget trapafer and Capital Inprovement Program given to the Alexandria City
Public Schools, shall clearly identify what operating programs and activities and capital projects
would be funded if additional funding were provided above that target.

(9) That the City Manager shall submit a proposed Opevating Budget and Capitat
Improvement Program to the City Council no later than the first legislative meeting in February,
that does not excead the terget for General Fund expenditure growth ostablished by City Couneil,
and clearly identifies what operating progrems and activities and capital projects wouid be
recommended if additional funding were provided, and/or what tax rate changes could be
enacted with whatever additiona) revenues might be available sbove the revenues needed to meet
the expenditure iarget and siill provide 4 structurally sound budget, including a proposed real
estats tax mie necesswsy for finsncing the {arget budget, as well as provide tax, fee and other
revenue options necessary [or financing the budgel, as appropriate. The City Manager may
recommend, and Council may adopt, & different percentage COLA in his proposed budget than
that established by City Council under section 6 above, but such a recommendation shall not
change the trgets established by soctions 5 (s} 2pd (b) sbove. The proposed Cperating Budget
shall incude as & line ilem of expenditure (instead of as a designation of fund balances) the cost

of any markel-based salary adjustmenis proposed to maintain the City's ability to attract and
retain any class or classes of employee.



(10) That City Council shall consider these tecommendations and endeavor 1o enact an

Operating Budget ard Capital Improvement Program that balances the needs of the community
with the community’s ability to afford services 1o meet those needs,

Section (b) Proposed Budget for the City of Alexandria -

(1) For purposes of this resolution, the proposed budget of revenue raics and expenditure
levels for the fiscal year shall be that proposed by the City Manager.

{2) For purposes of this resolution, the Office of Manzgement and Budget shall provide
reveoue and/or expenditure projections for any motion or emendment that could affect
the proposed budget specified in Section (b)X(1).

Bection (¢) Maximum Expenditure Levels May Not Exceed Sam of Projected Revenue and
Apprepristica (row Usdesignated Fond Balance n Proposed Budget

(1) It shall pot be in onder in the Alexandria City Council lo consider any motion or
amendment to the proposed budget of the City of Alexandda if such motion or
amendment would have the effect of increasing any spacific budget outlays sbove the
fevel of such cutlays contained in the proposed budget specified in Section (b) of this
resoluticn, or would have the effect of reducing any specific revenues below the level
conined in the proposed budget specified in Section (b) of this resolution, vmless such
motion or amendment makes at lcast an equivalent reduction in other specific budget
outlays, jdentifies an cquivalent increase in other specific revenues, or an equivalent
combination therect.

(2) In the Alexandria City Council, zay appropriation from the Undesignated Fund
Balance or any like account beyond that proposed in the Manager's proposed budget shall
require an affirmative vote of five Council Members,

(3) In the event that the City Manager recoramends final revenue adjustments that result
i* a pet increase or net decrease from the revenue estimates specified in section (b) of
s resolution, the net change in the revenue estimate shall be reflected as a change in the
wosed appropristion from the Undesignated Fund Balance, As specified in Section ¢
(), any appropriation from the Undesignated Fund Balance beyond that proposed in the
Manager’s proposed budget, including the net effect of fina! revenue adjustments, shall
require an affirmative vote of five Council Members.

+ it shall not be in order for any member of the Alexandria City Councd! to initiate any
endment W the proposed budget of the City of Alexandtia which would increase any
specific budget oullay by more than $50,000, unless writien public notice of the
member’s intent to offer such an amendment, and a general description of the proposed

amendment, is given to the City Manager and City Clerk st least one week prior to the
spring budget public hearing.

{a) The provisions of this paragraph may be waived if the pyoposed
amendment is raised by 8 member of the public at the spring budget
public hearing (but not an amendment raieed at the separste public
hearing on the effective rcal estate tax) and at least three mesmbers of
the Alexandria City Council formally request g budget memorandum

from staff in regard to such proposed amendment within 3 days of the
public hearing.

{t The provisions of this paregraph alse may be wajved for good cause
by an affimutive vole of five Council Members. As used in this
paragraph, “good cause”™ shall include, but not be limited to, a change

in the amount of stste or federal funding included in the proposed
budget.

(O




Section (d) Adoption of Budget that exceeds target.

The adoption of a budget that in total exceeds the argets established in accordance with
sections 5(x) and 5(b) (vr the highest tarpet if more than one target is esiablished for each
section) shall require an affirmative vole of five Council Members.

Section {¢) Expiration — The provisions of this resolution shall expire on Juoe 30, 2009.

ADOPTED: Oclober 10, 2006
S i
ILLIAM D.EUILLE _ MAYOR

ATTEST:

Jgguelﬁ M. Henderson, CMC City Clak
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