MINUTES
BUDGET COMMITTEE WORK SESSION
November 30, 2010 10:00 a.m, Oval Office, Fenton House

PRESENT: Budget Committee members Kathy George, Mary P. Stern, Leslie Lewis, Michael Green,
and Chris McLaran, with committee member Shelley Halleman being excused.

Staff: Laura Tschabold and John Krawezyk.

Guests: None.

Kathy called the meeting to order.

Report on Fund Balances and Budgeting - Mike Green provided background information on the
report and the general assumptions that were used in analyzing departments’ budgeted and actual fund
balances (see Exhibit A). He said that when presenting proposed budgets, departments should be
prepared to explain any variances of greater than 20% between the budgeted beginning balance and the
projected beginning balance based on year-to-date actuals. He said that; based on historical numbers, the
Sheriff’s Office budgeted beginning balance for 2010-11 was potentially overstated by 28% to 70%, and
budgeted expenses, which have increased by about 15% per year, were also overbudgeted compared to
actual expenditures. He said that these two factors combine for a total possible variance of $1.7 million,
which represents over 10% of the county’s discretionary income.

Laura distributed a handout showing the 2009-10 actual year-end balances for general fund
departments (see Exhibit B). Mike noted for the record that he and Chris had not seen these figures prior
to this meeting, but they show an even greater variance than projected, confirming that the methodology
used is on track. Chris noted that he and Mike had only looked at fund variances of 20% or greater, so
the total variance would be even greater than $1.7 million if variances of 10% to 15% were also taken
into account,

Mike stated that this frees up 10% of the county’s discretionary income that, if left with the
Sheriff’s Office, should be able to produce some measurable value, such as more deputies/reserves or
capital projects. Laura stated that the Board had asked the sheriff to increase his budgeted balance before
the budget was adopted in June, based on the questions raised by Mike during the Budget Committee
meeting in May, and as a result, the Sheriff’s Office beginning balance came in very close to what was
budgeted, with the extra funds going into the ending balance. Mike pointed out that making those
adjustments earlier in the budget process would aliow the Budget Committee fo allocate discretionary
resources accordingly and use them for other needs if necessary.

Mike stated that the clerk’s budget was also analyzed because it looked like her fund balance was
quickly eroding, but the situation is not as dire as thought when taking into account the understatement of
beginning balance and overstatement of expenses. John stated that the clerk has a tendency to
underestimate recording fees, her biggest source of revenue, and those may start to increase as a result of
foreclosures and refinancing.

Mike concluded that budget guidelines are not being universally followed and budget balances
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are largely ignored by the departments with high balances, so the Board s not being provided accurate
information in the budget process. He stated that the budget should be based on actual numbers, not on
the prior year's budgeted numbers, and that any variance in fund balance should be forfeited. He also
recommended that a limit be established on carryover balances. He suggested that the Budget Committee
be involved earlier in the budget cycle, with a committee member attending all budget meetings. He said
that editing of budget line items should all be taken care of before the May Budget Committee meeting.
Laura added that it would be good for liaison commissioners to attend early budget meetings with elected
officials’ departments. Kathy emphasized the importance of dealing with fund balances in a way that
doesn’t de-motivate departments from operating conservatively.

John suggested watching for departments budgeting positions that they don’t intend to fill. He
also said that departments should be required to footnote any conditional grant positions in the budget,
and if the grant doesn’t come in, that position authority should be eliminated as soon as possible. Laura
said that she would institute quarterly reminders to departments to check that.

Economic Development - Chris stated that there are many different philosophies about what
constitutes economic development, with the basic goal of creating an environment that supports existing
and new business in producing new net revenue into the county. He said that this is done by providing
new infrastructure and improving existing infrastructure. He suggested that the commissioners isolate a
definition of economic development and develop a long-term strategic plan. He said that the spreadsheet
(Exhibit A, page 6) shows where the funds could come from. He pointed out that continually putting the
money into the same place and getting the same return is not creating new development,

Mike stated that there is sufficient money in the budget that the Parks and Fair budgets don’t
need to be backfilled with economic development funds, but the Board could allocate some economic
development funds to a capital improvements reserve that those departments could draw on for projects.
He said that through stricter adherence to budget principles, the county could fund gconomic
development without taking funds away from anyone.

Mike and Chris recommended establishing an economic development committee to review
economic development projects and make recommendations to the County Administrator as to how the
funds should be allocated. They suggested that the Board develop a living document to guide the
decisions of the committee. Chris agreed with Leslie regarding the concept of a revolving loan fund that
existing businesses could apply to. The commissioners agreed that, in the short term, they would fund
the things that they feel are truly economic development and put the remaining funds into reserve while
they work on developing the process.

Mike and Chris were excused.
Budeet Instructions - John reviewed the preliminary budget instructions (see Exhibit C), noting

that much of it is a continuation of instructions from past years, but it highlights what is new. He noted
that the budget process would start a month earlier this year.

In response to a question from Kathy about planning for software replacement, Laura said that
she had asked Murray Paolo to put together a strategic plan for future software and hardware needs in
departments, which would help the Board in financial planning. John noted that patt of the
administrative charges that are collected from departments goes into a fund for future replacement of the
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financial software.

The group discussed John’s suggestion that any department receiving discretionary dollars whose
actual beginning balance is more than 120% of the budgeted balance forfeit half the difference. Laura
said that the Board would reserve the right to grant a waiver for unusual or unpredictable circumstances.
Leslie expressed concern that looking only at budgeted balances does not address the overbudgeting of
expense lines. Laura said that the instructions could clarify that the Board would be taking a close look
at line items and would reserve the right to make changes to budget figures that can’t be justified. She
said that the message would also emphasize that, while the Board appreciates conservatism in budgeting,
it wants to foster a team spirit by taking the approach that the money belongs to the county as a whole
and recognizing that other departments may have a greater need.

Discretionary Allocations - John stated that he is assuming that the county’s loss from the
Comcast appeal will be about $80,000, so to compensate, he is budgeting nothing for disqualifications,
which normally produce $80,000 to $100,000 in revenue. He reviewed the preliminary allocations to
departments (see Exhibit D). He said that Laura may need to have a discussion with Mike Brandt to see
if the Planning Department will need some discretionary dollars to get through. Mary said that she and
Laura would talk to him to see what he wants to do.

The group discussed adjustments in discretionary allocations to individual departments. Leslie
stated that the county needs to plan for some capital purchases in Transportation, although she isn’t sure
how to do that with the revenue stream declining. The Board agreed to remove the economic
development allocation from the Fair and Parks budgets and have those departments propose projects
during the budget process that could be allocated out of an economic development capital improvements
fund. Laura agreed to revise the budget instructions.

The meeting adjourned at 1:27 p.m.

Prepared by Anne Britt YAMHILL COUNTY BUDGET COMMITTEE
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Chris McLaran, Seckethry
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Board of Commissioners
Budget Commiftee Presentations
June 28, 2010

. Backgroundfintroduction

e Ken Austin's concern re: use of economic development monies
o J.K.s challenge
» Concern re: consumption of budget balance

. General Assumptions

= No impact on this years budget process
» Using only materials provided at the budget hearings
e Examples that follow are “strawmen” only

. Focus of Presentation

e Budget balance
e Using YTD actual in annual budgeting process
» Eccnomic development

. Using Actual vs Budget

« Reviewed all departments but Health and Human Services
» Focus on two:

4. Sheriff — biggest receiver of discrefionary funds ($7M+)
2. Clerk — self-funded: most threatened by economic downturn

. Sherif

Depariments 41, 42, 43, 47, and 69

BB understated by 28% - 70%

BB dollar variance between $330,000 and $835,000
Expenses overestimated by $660,000

Total possible variance in excess of $1M+

Potential reallocation of 20% of discretionary funds

S @B

Ex. A
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§. Clerk

BB understated by 47%

BB dollar variance $320,000

Revenue understated by $100,000+
Expenses overestimated by $177,000
Total possible variance in excess of $.7M

® & @ ® @

7. Conclusions

]

&
®
&

Departments budget conservatively (good news/bad news)
Budget guidelines/principles not universatly followed
Budget balances largely ignored

Actuals (revenue and expenses) need more attention

8. Recommendafions

@

@

2 8 @ e

@

“It Ain't Broken...” Tweak it don't fix it!

Enhance budget instructions fo require YTD actuals be used;
significant variations addressed during budget review

Budget balances need to be real or difference forfeited

Budget balances have maximum cairy over L.e. xx% of budget
Compare “strawman projections” with budget and 10-11YTD
Consider re-allocation of General Funds i.e additional department
funding, new projects, bigger reserves, ...

Include budget commitiee earfier in budget cycle

8. Questions

10.Economic Development

@

2 ® @ @ @

Definition

J.K.’s challenge (spreadsheet)
Focused uses

Ciear metrics

Timelines
Conclusions/recommendations

Video lottery be restricied fo "economic development’
Economic Development committee be formed
COG be incorporated
Commitiee report to County Administrator
Allocation of $50,000 now to due “proof of concept”
- Merit finalists
- Matching granis

e & @ € @

11. Guestions
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January , 2011 DRAFT

MERORANDUM

TO: ALL DEPARTMENT HEADS
OFFICE MANAGERS
BUSINESS MANAGERS

FROM: JOHN KRAWCZYK
SUBJECT: BUDGET INSTRUCTIONS FOR THE 201112 FISCAL YEAR

The attached packet contains most of the information that you will need {o begin
preparation of the 2011-12 fiscal year budget. The budget wiil be prepared and entered directly into
the financial system. Spreadsheets will not be used for entry although you may use them for
purposes of making your budget calouiations. Fach depariment must designate one or more
persons who will be responsible for entering the budget. If that person is not frained to do the entry,
they need to receive training in using the on line budget system. The original entry will be the only
entry the department must make. Budget committee and board approved modifications will be
made by budget staff.

Your service team allocations are shown on Table 1. It is advisable that the service teams
meet as soon as possible to determine how fo allocate discretionary revenues within the team. Be
sure o advise the Commissioner's Office {Barbara) by e-mall of the date and time of all service
team meetings. This is so that the County Administrator, your liaison commissioner(s) and
interested budget committee members may attend. The Board will review all proposed budgets
prior to submission to the budget committee. This review will take place between the dates of April
4 and 6. Therefore, enter ali financial information into the budget system no fater than 5:00 pm
Friday February 11. If you do not have access fo the financia) system on your computer, please
contact Jill Olson o make arrahgements to have your computer updated. Departments reporting to
the County Administrator will have a budgst review with the administrator at a scheduled time in
March.

Table 3 shows the standard costs for personnel and other services. The COLA increases
are estimates. The actual CPI data will be available in late February.

Do not budget any capital outlay items (including software} in an 800 acoount uniess the
#tem costs more than $5,000 and has a useful life of more than one year. Unless you plan {o
purchase capital software, equipment or other assets meeting this oriteria in cooperation with
another budget unit, you should never have a capital line item of less than $5,000. If you wish to
make a purchase of a durable item with a cost of less than $5,000 use the line "Depariment
Equipment’ (543.01). If you wish to budget a general fund ending batance, please show this in an
ending balance line {10-90-800.xx). Departments with capital leases should use 791.00 for interest
and 793.00 for principal. For other debt service use 792.00 for interest, and 794,00 for principal.
“Thé 80O account is only for the actual purchase of the item. If you are planning a lease purchase
for the coming year be sure to budget the full cost of the purchase, the full amount borrowed as
revenue, and any debt service payment that comes due in 2010-11 If you have any questions or
need help with debt service or lease purchases, please call accounting before entering your
budget.

If you have a new capital construction project, use Capital Professional Services (810.01)
for expenses relating to design and engineering costs directly related to capital construction. Also

Ex-C
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Capital Contract Services (811.02) (which includes consiruction contracts, and trade services such
as plumbing, elactrical, HVAC, etc.) directly related to a capital project. Do not budget capital
construction, design or engineering out of a 500 or £00 series account. :

All payments made to other county departments or funds must be paid out of a 780 fine.
Revenue from interfund payments are deposited to a 380 account. A chart of accounts for
interfund revenue and expense is shown in Table 7. Our auditors now insist that internal expenses
and revenue balance. I you are a department or fund ihat recelves infernal income, your income
must balance with the corresponding expenses budgeted to be paid to your department. If you
receive payments from another department it is your responsibility to work directly with the
departments purchasing your services to insure that internal expenses and revenue
balance. You should advise all depariments the exact amount to budget as payment to your
department. If this is not possible, do not budget your internal income until all deparimenis
purchasing services from you have advised you how mtch expense they have budgeted. Do not
budget an internal expense uniess the department receiving the revenue is aware of the
amount you are budgeting. Document what you budgst by e-mail and copy me on these
transactions. L.astly, unless you are budgefing internal income and expense in line items that
clearly describe the source or destination, please footnote the revenue andfof expense.

) All teams must produce balanced, viable budgets within the dollars that have been
aflocated.

Video Lottery.Fund aflocations for the coming year.are as follows:
Veterafis
Siippoit Enforesriient
ABACYS

Parks

If you wish to receive an additional amount, you must apply to the budget committee. Do not
include the additional amount in the budget you submit. These amounts will be added to the
successful department’s budget.

Formal feam presentations will be made to the budget committee by each service team.
The presentation will be made by the depariment head. Business or division managers may be
available fo answer questions from thé committee. A draft schedule is included. Please advise us
ahead of time if you have any schaduling confiicts during budget week (Bfay4 = May. 6). Since the
budget document will be prepared in the order of presentation it is imporiant that you hold fo the
schedule assigned to you. Remember that alt budget committee meetings aré pubiic meetings and
any person may attend. Do not bring handouts to the budget committee meeting unless
specifically requestéd to do so. Any written material that you wish the budget committee to have,
must be submitted no later than April 15 and will be included in the budget committee packet

Due to the amount of time consumed by formal presentations, any stide or power point
presentation must be reviewed and approved by Laura prior fo the budget committee
meeting. Please rehearse and time your presentation so that your service team can remain on
schedule; Service teams should allocate their time among the depariments within the team. Be
sure to allow time for questions. Remember that the total fime allowed for budget presentations is
about 14 hours. If you use more than your share, another department gets less.

2/1o



Actual beginning fund and depariment balances for the current fiscal year are shown on
Table 2. Please use these to assist in projecting your resources for the current fiscal year.

When budgeting revenue, be sure that all federal grant dollars are shown in revenue lines
331.00 to 332.80. This is essential as the auditors must track and report alt federal funds.

The preferred.procedure for obtaining reclassifications Where these are watranted is by
way ofthe budgetprocess. If you are conternplating reclassifying any position within your
department, please include with your budget narrative materials a list of all positions that you wish
to reclassify, the reason(s) for the reclassification, and the dollar cost. Yhen you present the
budget to the commissioners, be sure to identify alf reclassifications af that meeting, Due to the
budget situation, reclassifications are strongly discouraged.

The budget message will include comments from each department. These are due on the
same date that your budget is due. In this description please describe the changes in your
department’s budget from this year to next and impart any other information that you wish the
budget committee and the public to be aware of. You may include some concise statistical
information in your message (a few graphics are ok as well.) Laura and JK reserve the right to edit
the budget message. If you want to see what you wrote last year, your comments begin on page |
and fun through Vil in the 2010-11 budget document. This is the appropriate place to include

performance or workload information in your verbal presentation to the budget commitiee this year.

The budget committee is also interested in following up on the achievernent of goals or
performance indicators that you may have infroduced last year. Laura and JK reserve the right to
edit any and all-submissions.

If you do need fo establish new éccounts you must contact Becky {ext. 3771} in
accounting. Do not attempt to establish a new account on your own as the financial system will not
accept it and your budget will be out of balance,

Departments wishing to nominate projects for the capital improvements fund should
complete the Capital Projects form included with your budget materials. Table 14 shows the form
(which is the same as last year). it will be available via E-mail. All projects submitied will be
considered and prioritized by the board at a time and place to be announced later, Priority will be
give o projects needed to protect the Health and Safely of the employees and the public. Priority
will also be given to projects that enhance the useful life of existing county buildings.

Title 3 Funds for 2011-12 are aliocated ag follows!
SAR Operations (50)
Internal Forest Parol (SO)

Internal Firewise Communities (Planning)

There are no infra fund fransfers (movement of dollars between departments in a single
fund) in the 2011-12 budget. In fieu of these transfers, discretionary dollar amounts will be
adjusted. These will be memorialized through written agreements hetween the departmenis
involved in the fransfer.

The Commissioners wish to remind ali departments that s
expeiises Wil nat be paid with county funds. Departments must k r ice ¢
1ips and ther service club expenses. Any service club items presented for, payment wil
be: I and become the personal responsibility of the person incurring the expense. Please
inforth your managers and staff. There are no exceptions to this rule.

ice ciub memberships.and
from b Hing ice-club
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The rules for addressing the budget committee are the same as in previous years. If team
members disagree with a decision of his/her team, they may appeal the decision to the budget
committee provided that all team members are informed of the appeal and have an opportunity to
provide their individual input to the budget committee. The Board and the budget committee
reserve the right to make any changes or modifications in any budget as they see fit prior to or
during the budget process. If the Board chooses to exercise this option, they will advise the
appropriate department(s) of the change and the reasons for the change.

walvar in the event of u
unpredictable financial situation dre encouraged to-alert the Budgat committes.




January 11

Table 11
Budget Calendar
Fiscal Year 2011-12

Management Round Table Budget kick off, Rm. 32

February 11 Budgets must be entered in the financial system by 5 p.m.

February 14—March 18 Budget Staff meet with individual departments.

April 4-6

April 8

April 8

Aprii 16

April 18

April 23

May 4

May ©

May 13

Service teams meet with the Board for initial budget review, Rm. 32

(refer to Table 12 for date and time)

Budget revisions due fo Becky Weaver by 5 p.m.

Department budget message due to Anne Britt by 5 p.m.

Publication of First Notice of Budget Meeting by Anne Briit
Supplemental information (one copy) due to Barbara Stanley by 5 p.m.
Publééation of Second Notice of Budget Meeting by Anne Britt

Budget Commitiee Meetings begin, Rm. 32
(refer to Table 13 for date and time)

Budget Committee approves budget and sets tax rate, Rm. 32

Budget revisions due to Becky Weaver by 5 p.m.



May 13
June 6-10
June 23
June 30
July 15

 July 25-28

Tabloid narratives due to Anne Britt by 5 p.m.

Publication of Budget Tabloid and Title 3 Notice by Anne Britt
Budget Hearing held by the Board, Rm. 32

Budget adopted by the Board, Rm. 32

Budget filed with Assessor’'s Office and Clerk’s Office by Anne Britt

Bound budget distributed by Barbara Stanley



- Team Presentations to the Beard of Commissioners in Rim. 32

Table 12

Fiscal Year 2011-2012

Guidelines:

Attendance is limited to essential feam members.
No overhead or power point presentations.

Limit remarks fo changes in your budget from this year to the next year and the

implications of those changes.

Mondav, April 4

0:00 - 11:30 a.m.

1:30 - 2:00 p.m.

2:00-2:30

2:30 - 3:30

Tuesday, April S

8:00 - 10:30 a.m.

Wednesday, April 6
9:00-11:00

Criminal Justice Team.

Brad Berry, District Atforney

Ted Smietana, Community Corrections Director
Tim Loewen, Juvenile Department Director
Jack Crabtree, Sheriff

Fand Use Team
Dan Linscheid, Surveyor
Mike Brandt, Planning and Development Director

Culture & Recreation Team
Allan Westhoff, Fair Manager
Ken Huffer, Parks Division Manager

Public Works Team
John Phelan, Road Department Director

Health & Humean Services Team
Silas Halloran-Steiner, Director

General Government Team
Scott Maytubby, Assessor
Becky Stern Doll, Clerk
Rick ‘Sanai, County Counsel
Board of Commissioners
(continued next page)
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"Table 12
Team Presentations to the Board of Commissioners in Run, 32
Fiscal Year 2011-2012

Wednesday, April ¢ - cont’d
9:00 - 11:.00 a.m.

Geperal Government Team

Laura Tschabold, County Administrator
— Administrative Services
— Veterans® Services
— Facilities Maintenance
— Bmergency Management
— Information Systems
— Geographical Information Systems
— Telecommunications

12:30 - 1:00 p.m. Communify Services Team
Marilyn Kennelly, Commission on Children & Families Director
Tonya Saunders, Transit Program Manager
Marilyn Westfall, Law Librarian

1:00 - 2:00 Internal Services Team
John Krawczyk, Budget Director

2:00 - 5:00 Deliberation & Discussion
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FINAL SCHEDULE

Fiscal Year 2010-11 Budget Commitiee Meetings

‘Wednesday, Mav 4

9:00 - 10:00 a.m,

10:15 - Nooen

Noon - 1:30p.m.

1:30-2:15

215 -2:45

3:00 - 4:00

4:15-6:30

7:00 - 8:00

Thursday, May 5
9:00 - 11:302.m.

11:40-12:00

May 4-6, 2018 - Courthouse, Rm. 32

Table 13

Adoption of Budget Committee Minutes from May 5-7,2010
Briefing - John Krawczyk

Health & Human Services Team
Silas Halloran-Steiner, Director

Lunch Break

Culture & Recreation Team
Allan Westhoff, Fair Manager
Ken Huffer, Parks Division Manager

Land Use Team
Dan Linscheid, Surveyor
Mike Brandt, Planning and Development Dzrector

Public Works Team
John Phelan, Road Department Director

Dinner Break

Public Hearing

Criminal Justice Team

Brad Berry, District Attorney

Ted Smietana, Community Corrections Director
Tim Loewen, Juvenile Department Director
Jack Crabtree, Sheriff

John Krawezyk, 911 Dispatch Services

Community Services Team
Marilyn Kennelly, Commission on Children & Families Director
Tonya Saunders, Transit Program Manager
Marilyn Westfall, Law Librarian
o



FINAL SCHEDULE
Fiscal Year 2010-11 Budget Committee Meetings
May 4-6, 2010 - Courthouse, Rm. 32

John Krawczyk, Mediation Services & County School

Thursday, May 5 (continued)

Noon - 1:30p.m. Lunch Break

1:30 - 5:00p.m. General Government Team

Scott Maytubby, Assessor

Becky Stern Doll, Clerk

Nancy Reed, Treasurer

John Gray, County Counsel

Board of Commissioners

Laura Tschabold, County Administrator

o Administrative Services

Veterans= Services
Facilities Maintenance
Emergency Management
Information Systems
Telecommunications

o O O O O

Internal Services Team
John Krawezyk, Budget Director

Friday, Mav 6
9:00am. Compensation Committee
10:00a.m. Deliberation & Budget Approval
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