
 
 
 
 
 
 
 

REPORT TO MAYOR AND CITY COUNCIL AGENDA ITEM 

SUBJECT: Review of Chamber of Commerce Budget Task Force Report 

DATE:  June 1, 2010 

 
 

 
 
 

TO:  THE HONORABLE MAYOR 
AND CITY COUNCIL 

 
 

 
 
Report in Brief 
 
Approximately 90 days ago City staff began a series of meetings with a Budget Review Task Force 
composed of Chamber of Commerce members. This Task Force has completed its work and is 
prepared to present its recommendations to the City Council. 
 
Staff recommends that the City Council receive the report from the Chamber of Commerce Budget 
Review Task Force and provide further direction to staff. 
 
 
Background 
 
Through the City/Chamber 2x2 Committee, the Chamber of Commerce was invited to form a Task 
Force and work with the City Manager and other City staff to review the City’s FY 2011 General 
Fund budget. The City members of the 2x2 (Mayor Davies, Council member Marble) expressed a 
desire to receive the business community’s perspective on the City’s fiscal challenges. 
 
The Chamber of Commerce members who formed the Committee included: 
 
 Chairman, Tom Galeazzi Candace Klenhard-Burgess 
 Jim Hilliard Al Aldrete 
 Sean Kolb Roger Kohlmeier 
 Ray Resler Tom Stallard 
 John DiGiusto Kristy Wright, Ex-officio 
 Ken Shotts 
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The Task Force met with City staff nine times over the last three months, including seven hours over 
two days with the City Manager and Department Heads to review the potential FY 2011 reductions. 
This group also spent a significant amount of time reviewing the City’s fiscal issues from a strategic 
perspective and developed a set of initiatives and actions intended to provide guidance to the City 
Council and the City Manager from the perspective of the business community. The work was 
completed in a very collaborative manner and staff believes it deserves the City’s strongest 
consideration. 
 
 
Recommendation for Action 
 
Staff recommends that the City Council receive the report from the Chamber of Commerce Budget 
Review Task Force and provide further direction to staff. 
 
 
 
 
  
Mark G. Deven 
City Manager 



Chamber of Commerce City Budget Review Task Force Report 

 

INTRODUCTION 

With the encouragement of the City Council members who form the City/Chamber 2x2 
Committee, the Chamber of Commerce formed a Task Force to review the City’s FY 2011 
General Fund budget. This review was undertaken to provide a business perspective to the 
challenging fiscal issues faced by the City. 

The review was conducted during nine meetings held over the past two months. The City 
Manager provided background information regarding the fiscal issues faced by the City since 
2007 and the strategies under consideration to reduce the General Fund by $5.8 million for FY 
2011. Task Force members also met with each department head to review programs and services, 
discuss the potential reductions presented on March 30 and consider short and long term 
strategies to mitigate the reductions. Information provided by all City staff was responsive and 
straight forward. 

At the conclusion of the process, the Chamber Task Force recommends that the City Council 
approve the level of reductions necessary to balance the FY 2011 General Fund as presented 
during the March 30 Council workshop. Any reduction less than the amount recommended by 
the City Manager will maintain a structural deficit that will become worse in the future. In 
addition, the strategies presented by the City Manager will significantly reduce services yet are 
necessary given the General Fund revenue available.  

In addition to providing feedback on the FY 2011 reduction strategies, the Chamber Task Force 
strongly recommends that the City Council consider actions that will clearly define Council 
priorities and help reshape the City organization. Given the new economic realities, it is clear 
that the City cannot continue with a “business as usual” approach. The organization must grow 
smaller, become leaner, increase efficiency and control certain costs if it is to be successful over 
the long term. Therefore, the Task Force has identified actions within four broad strategic areas 
which are recommended for the City Council to consider. If these actions are favorably received, 
the Task Force believes direction to implement the actions should be provided to the City 
Manager.  

The following information summarizes the strategic initiatives and the actions.  

 

ORGANIZATIONAL INITIATIVES 

Identify the Highest Priority City and Community Goals: With diminished resources that will 
likely continue for the next 5-8 years, the City must identify the most significant and desired 
community goals, take action that affirm the goals and direct staff to focus on meeting the goals. 
The Chamber believes that the highest priority goals should include: 



• Maintain City finances so that all funds are balanced and healthy reserves are available 
  

• Maintain Public Safety         
  

• Support and facilitate economic development and redevelopment    
   

• Maintain City infrastructure, including water, wastewater and roads   
   

• Support neighborhoods and quality of life  

Clearly identifying goals is essential for providing the City Manager, department heads and staff 
with direction and expressing to citizens the highest priorities for the City. 

Implement Outcome/Performance Management: As with all businesses, the City must 
implement an approach that focuses on the outcomes desired for a program and service and the 
principle that managers and all employees will be held accountable for achieving the outcomes. 
Stated simply, outcome management asks the question: “What are the results we are trying to 
achieve?” These results need to be stated in measurable terms.  

Implement Performance Based Budgeting:

 

 The community’s highest priority goals and 
outcomes need to be linked to the allocation of resources. This can be accomplished by 
implementing a Performance Based Budget. A Performance Based Budget states in measurable 
terms the results that will be achieved and the service levels. In summary, a Performance Based 
Budget will help Woodland to become a data driven, results oriented, customer focused and 
responsive local government organization. 

FISCAL INITIATIVES 

Continue Implementation of Long Range Financial Planning: Direct the City Manager to 
continue development of long range financial plans with a minimum forecast of ten years that 
clearly define assumptions and show all funds with healthy reserves of 15% to 30%. 

Establish Internal Service Funds: Similar to businesses with a large inventory of highly valued 
assets, the City needs to set aside an annual allocation to insure that funds will be available in the 
future to replace building components, vehicles, capital equipment, furnishings, computer 
hardware/software and similar obligations. In addition, internal services such as liability 
insurance, workers comp insurance and fleet maintenance should be accurately forecasted, 
allocated to appropriate activities and managed to control costs. 

Delay or Delete Capital Projects Unless Operational Funding is Available: The City has 
considered and in some cases approved and constructed capital projects that have required 
additional operational funds without such funds being fully identified in program budgets. Any 
project that requires an allocation of annual operating funds should not be constructed unless 
such funds are identified within the 10-year Financial Plan. 

Address Long Term Internal Debt: The City has had a history of using internal funds to 
finance capital projects. This practice is referred to as “internal borrowing” and often involves 



certain categorical funds being used to internally finance capital projects. While the need for the 
projects is justified and repayment plans are established, the practice of internal financing creates 
long term debt in the capital program and should be discontinued. In addition, a strategy needs to 
be implemented that addresses the existing accumulated internal debt. 

Cease the Use of Development Impact Fees to Finance Capital Projects: The City has issued 
bonds for desired capital improvements based on projected development and the collection of 
impact fees associated with that development. The recent recessionary economy has shown this 
practice to be ill advised and too risky. As development has declined, the City has had to rely on 
more internal borrowing to pay the debt service because the expected level of impact fee 
payments has not been received. This practice should immediately stop. 

Insure The Long Term Viability of Revenue Prior to Implementing Program/Service 
Expansion:

 

 The expansion of programs and services, no matter how necessary or desired, must 
have a clearly defined and sustainable long term source of funding prior to implementation. To 
illustrate further, the expansion of the fire service funded through the limited term contributions 
of Spring Lake developers has proven to be ill advised. The expected income which would have 
sustained the expanded fire service through residential growth within Spring Lake has not been 
generated due to the recessionary economy. Instead, the revenue necessary to sustain the 
expanded fire service should have been generated or an alternative strategy to reduce funding in 
other programs should have been identified prior to implementing of the expansion.  

SERVICE DELIVERY INITIATIVES 

Review Options for Delivering Public Services to Achieve Maximum Effectiveness and 
Efficiency:

• Regional Surface Water Project/Water Treatment (Woodland, Davis and UC Davis) 
  

 Given the fiscal issues faced by the City, the City Council should direct the City 
Manager to review all options for delivering public services. Regional collaboration, contract 
services and shared services should be reviewed to determine if the reduction in service levels 
that will occur next year can be mitigated in the long term. During the Task Force meetings with 
the City Manager and department heads, the following examples of service delivery options were 
discussed:      

• Wastewater Treatment (Woodland and Davis)      
  

• Regionalized Fire Service (Woodland, Davis and UC Davis)    
   

• Shared Services with Yolo County (Planning, Fleet Maintenance, Facilities Maintenance 
and Signs/Markings) 

These options should be fully and objectively explored with the potential partners and the results 
reviewed with the City Council during a public meeting. As has been accomplished so far with 
the Surface Water Project, regional collaboration can be a resource multiplier while reducing 
costs. 



Consolidate/Reorganize Departments: The mission of each department should be reviewed 
and consideration for elimination or consolidation within a larger and/or similar work unit should 
be considered. Consolidating or reorganizing departments could reduce administrative costs by 
eliminating the need for department heads, support staff, equipment and furnishings while 
allowing similar services to achieve improved efficiencies. The Council should direct the City 
Manager to review the organizational structure after reductions for next year are implemented 
and return with a long term organizational plan that focuses on consolidation. 

Address Concerns Associated with the Development Process: Members of the business 
community continue to express concerns with the development process. These concerns include 
the costs for filing applications, time necessary to process and issue permits, extraordinary 
development impact fees and outdated land use regulations. The City should have the current 
process reviewed by an outside consultant familiar with the best practices in the planning and 
building professions and known obstacles such as the outdated zoning code and General Plan 
should be addressed as soon as possible.  

Facilitate Economic Development and Redevelopment:

 

 While reducing costs and promoting 
more efficient operations is critical, the Chamber Task Force believes that the City must also 
dedicate itself to economic development and redevelopment. Economic development and 
redevelopment will generate sales and property taxes and create employment opportunities; these 
outcomes will help the City to generate the revenue which will sustain essential services and 
provide an improved quality of life for all residents. The City should collaborate with the 
Chamber in order to actively retain existing businesses and attract new businesses that 
compliment the City’s economy. Strategic use of redevelopment funds to generate private sector 
investment in the downtown core will revitalize the area as projects such as the Woodland 
Courthouse and the downtown theatre are initiated and completed. Eliminating or reducing the 
flood threat will help large and small businesses.   

EMPLOYEE COMPENSATION INITIATIVES 

Address the City’s Long Term Retiree Health Liability: City staff has reported that 
Woodland’s long term retiree health liability of $56 million is due and payable over the next 30 
years. The City needs to develop a sound financial strategy to address this liability and discuss 
the strategy publicly so that citizens are aware of the matter. 

Implement Public Employee Pension Reform: The City needs to address the rising cost of 
public employee pensions by taking steps to modify the existing defined benefit program or 
transition to a defined contribution program such as a 401(k). At minimum, the City should 
modify the existing defined benefit formulas to recognize the fact that people are generally living 
and working longer. It may not be legally feasible to implement pension reform for existing 
employees as the current system may be recognized as a vested right; however, new employees 
can and should be subject to a reduced program. 

Negotiate Structural Changes to Employee Compensation: The City needs to review the cost 
of benefit programs such as health insurance and retirement and negotiate the sharing of these 
costs with employees. In 2009, the City negotiated a freezing of health insurance costs with its 



employees wherein any increase in health insurance over the 2009 rates would be picked up by 
the employee. This change should be a long term commitment. A similar condition should be 
negotiated for the employee share of retirement contributions which the City has been paying. 
This cost represents a $1,100,000 expense to the General Fund and $1,750,000 citywide that 
employees can and should pay. 

 

The Chamber of Commerce Budget Review Task Force appreciates the opportunity to review the 
City’s budget with the City Manager and the Department Heads. As the Council is aware, the 
Chamber has developed a positive working relationship with the City Council through the 2x2 
meetings and with City staff through business retention meetings, the Business Walk and the 
review of the City budget. This level of business and local government collaboration should be 
further encouraged. 

FUTURE ACTIONS 

The Chamber believes that the strategic initiatives and actions described in this report will place 
the City on a better path to addressing the fiscal challenges that lie ahead over the next 5-8 years. 
Therefore, the Chamber believes that these measures should be implemented immediately. 

In recognition of the importance of the strategic initiatives and actions, the Chamber would be 
interested in supporting City management in the implementation of the actions. This support 
could be accomplished through periodic meetings with the City Manager and department heads 
as strategic initiatives and actions are implemented. Feedback to the City Council could be 
accomplished through the monthly 2x2 meetings or other acceptable means. 
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