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SANTA FE COUNTY

SPECIAL FY 2023 BUDGET STUDY SESSION

BOARD OF COUNTY COMMISSIONERS

April 12,2022

1. A. This special budget study session of the Santa F e Board of County
Commissioners was called to order at approximately 12:12 p.m. by Chair Anna Hamilton in
the County Commission Chambers, 102 Grant Avenue, Santa Fe, New Mexico.

B. Roll Call
Roll was called by Deputy County Clerk Evonne Gantz and indicated the presence of a
quorum as follows:

Members Present: Members Excused:
Commissioner Anna Hamilton, Chair None
Commissioner Rudy Garcia, Vice Chair

Commissioner Anna Hansen

Commissioner Hank Hughes

Commissioner Henry Roybal [1:54 arrival]

C. Approval of the Agenda

Commissioner Garcia moved to approve the agenda as published. Commissioner Hughes
seconded, and the agenda was unanimously [4-0] approved as published. [Commissioner
Roybal was not present for this action. ]

2. PRESENTATION AND DISCUSSION OF FY 2023 BUDGET
DEVELOPMENT
A, Fiscal Year 2022 Budget Status and Projections
[Exhibit 1: Power Point Presentation; Exhibit 2: Priorities Jrom Strategic
Planning Summit]

Manager Miller referred to the power point presentation which covers the current budget
situation, projections for the upcoming budget, plus attachments for fixed asset and FTE
requests.

it
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Finance Director Yvonne Herrera reviewed the FY 23 calendar and timeline for the
budget preparation process. The departments and elected offices ready their requests and
hearings are held in March. The Finance Department then prepares the revenue estimates
to support the requests along with debt service and operational needs. Once the Board
reviews the budget in special sessions in April, an interim budget will be approved in
May through a resolution, and this will be submitted to DFA by June 1%, F ollowing the
latest information a final budget is presented to the Board for approval then submitted to
DFA.

Ms. Herrera reviewed the direction provided by DFA for this year, regarding the
possibility of hiring and contract freezes, reserve requirements, and discontinuation of
funding non-profit organizations not tied to legislative appropriations. She went over
current year revenue and expenditures and projections to June 30™. She noted the
projections include total GRT including non-operational increments and those
specifically dedicated to certain departments. ARPA funds are not included so as to not i

i,

skew the calculations. "y

Ms. Herrera shared a slide of revenues going back to FY19, keeping in mind COVID
considerations for the intervening years. Of particular note: lodgers tax revenue is coming
back on line in record numbers; care of prisoner income is down due to staffing levels;
health insurance premiums probably won’t support current year claims and could require
additional support; and more ARPA funds for revenue replacement are anticipated.

Expenditure projections for June 30® were displayed for comparison with previous years,
with actuals to March 31° and percentage of FY22 spent versus budgeted. Of note:
property taxes have come in at a healthy level; gross receipts are showing growth,
potentially due to internet sales, although there was a dip in J anuary; ambulance billing is
up due to a contracted collection agency; and the grants are those generally received on
an annual basis.

Manager Miller reviewed the FY23 projected revenues although some relevant
information is pending. Although there is a significant increase in valuations, the state
formula for yield control will inhibit any large net increases in revenue. She pointed out
many people are paying property tax promptly and even prepaying. GO bond issues will
be going before the voters in November but the mill rate should not fluctuate greatly.
Payment in lieu of taxes does not vary widely over the years.

Regarding GRT, the first collection after the institution of internet sales tax saw a bump
which has since gone down. Estimations of recurring revenue streams are difficult to
calculate due to lack of a breakdown except by industry. Manager Miller explained the
hold harmless distribution is down seven percent according to the State diminution
formula. Inflation is a factor and there is also the possibility of a recession, all of which
make projections problematic.
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Manager Miller reiterated that care of prisoners revenue is anticipated to be down due to
the lack of US Marshals’ inmates. Regarding insurance, she pointed out that a lower
number of employees does not necessarily translate into being down in claims, which is
often contingent upon large claims. She reviewed other revenue sources, including HUD
funds, utility fees, permits and investment income, noting these estimates are not
definitive, and most categories should go higher.

Chair Hamilton said the numbers appear conservative and reasonable.

Commissioner Hughes noted that DFA’s guidance of hiring freezes does not seem to be
relevant and Manager Miller stated she didn’t believe those measures would be necessary
unless something drastic happens and outlined the steps taken to ensure appropriate
staffing levels.

Commissioner Garcia asked for details on several of the projections and asked who
makes the projections. Manager Miller answered they were made by the Finance
Department based on 20 years of data, although recent times have been anomalous,
particularly in teasing out which expenditures and revenues will be recurring. She
explained that County policy mandates higher reserve levels than those required by the
state. In response to Commissioner Garcia’s questions on debt service, Manager Miller
pointed out the various kinds from different entities.

2. B. Preliminary Budget Information for F iscal Year 2023

Manager Miller noted the revenue projection is still a moving target but should be more
solidified in the next two weeks. Excess budget is used for one-time fixed asset
purchases. The departments were asked to submit flat budgets, although many expenses
have increased, such as fuel costs. Additionally, more travel and training expenses are
anticipated. No COLA or FTE requests are included at this point.

Department requests generally include some “fluff” and salaries and benefits are
budgeted at full strength. Manager Miller explained that the departments start with the
previous year’s base budget, most of which is salary and benefits,

Manager Miller reviewed each department’s requests for additional operational expenses.
[See pages 11 to 23 of Exhibit 1.]

Tackling the issue of compensation considerations, Ms. Herrera outlined various
scenarios involving one to three percent COLA adjustments for the various unions.
Keystone International has been doing a class and compensation study which could result
in additional adjustments to salaries based on market values; these recurring costs are
only estimates at this time. Adjustments to medical and dental employee contributions are
awaiting information from Gallagher, the consultant. Increases to the salaries of
employees making less than $15/hour will add minimally to salary costs.
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Manager Miller emphasized the priority is to attract and retain staff. She said the class
and compensation study does not include the public safety unions.

Ms. Herrera reviewed the vehicle replacement policy and provided details on some of the
department requests, as queried by Commissioner Garcia. In the interests of time, Chair
Hamilton asked that detailed questions be kept to a minimum, and Manager Miller noted
that information on contracts is presented to the BCC as they arise.

Manager Miller stated pages 30 and 31 of Exhibit 1 detail the requests for new FTEs and
reclassifications and these are being reviewed by the County Manager’s Office, Finance
and HR to define the top priorities in line with the compensation and classification study.

Pages 32 and 33 outline the fixed asset requests, some of which have been revised by the
departments since initial submittal. Page 32 breaks down the requests by funding source

and category. Manager Miller said she was optimistic about being able to fund many of i
the requests. Some of the requests are not available at the present time and will have to be )
rolled over to next year.

Manager Miller spoke of the known future budget impacts from recently enacted
legislation and the status of ARPA allocations, totaling $29.2 million. As procurement
proceeds the expenditures will be recorded.

2. C. Discussion of Commissioner Priorities

Ms. Herrera indicated the next steps will be to hold the second budget study session F
wherein Commissioner priorities will be discussed. Capital projects for the coming year
need to be analyzed by Finance and Projects in light of escalating costs. The interim B
budget will have to be approved in May to submit to DFA.

Manager Miller said this has been preliminary information and the next study session will
entail more specifics of funding and decision points. There will also be information on
how everything ties into the strategic plan.

3. PUBLIC COMMENT
There was no one from the public requesting to speak.

4, CONCLUDING BUSINESS
A. Announcements
B. Adjournment

Following motion by Commissioner Hansen and second by Commissioner Hughes, Chair
Hamilton declared this meeting adjourned at 2:15 p.m.
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SANTA FE COUNTY CLERK

Respectfully submitted:

MOrdswork

453 Cerrillos Road
Santa Fe, NM 87501

Approved by:

Anna Hamilton, Chair
Board of County Commissioners
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Strategic Planning Summit March 2022 - BCC Top 5 Priorities

: | i ! *'
: : : i t
. Provide Recreational Amenities/Nature/Support Open Space - 3 (TIE) _ ? ! Pl
| B
| I
; | i [
Provide additional County affordable housing unlts/Property ’ ;
Rehabiliation - 3 (TIE) ' ,‘ i ; _2
; | | f f
i L
Provide Residents with Services to Support Health and Well- : ! j T
Being/Focus on Harm Reduction - 3 (TIE) ! ! | £
i ; | ig
‘; ‘ R
Provide High Quality and Timely emergency and Crisis Response and ! byt
Prevention Srv - 4 %W.
i
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Establish Integrated COMMUNITY WIDE Climate Action Plan - 5 ; ;g
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| o)
BN
Recruit and Retain Highly Qualified Empioyees/Implement NEO GOV : e
-8 o
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™ Strategic Planning Sum it March 2022 - BCC

Recruit and Retain Highly Qualified Employees/Iimplement NEO GOV -8

Establish Integrated COMMUNITY WIDE Climate Action Plan -5

Provide High Quality and Timely emergency and Crisis Response and Prevention Srv - 4

Provide Residents with Services to Support Health and Well-Being/Focus on Harm
Reduction - 3 (TIE)

Provide additional County affordable housing units/Property Rehabiliation - 3 (TIE)

provide Recreational Amenities/Nature/Support Open Space - 3 (TIE)

Support youth behavioral health and wellness through targeted programming

Maintain Office of Emergency Management

Develop backup water supply

Coordinate with BLM to manage shooting ranges in Districts 2and3

Streamline land development review processes/Update Ordinances to reflect best
practices

Operate Adult Detention Center to Ensure safety of Detainees, Employees, & Public

Support workforce training and education programs

Give more hiring authority to departments, provide opportunities for direct
communication

Establish Parks and Recreation division

issue more P-cards

Improve facilities and fixed asset database catalog and mapping

Energy funding for LMI residents

Increase resident enroliment in health insurance/Medicare/Medicaid

Prioritize staff work and communication related to projects, procurement, and planning

Recruit and train RECC staff

Protect water resources

|implement the practices set forth in Resolution No. 2020-51 approved by the Board of
County Commissioners on June 30, 2020.




Strategic Planning Summit March 2022 - STAFF
Top 5 Priorities

| é ?
Streamline land development review process - 18 _ i | 5 ; ;
; | ﬁ ; : : ‘
; ! ; | !
' ; { ’I ! ! ;
Services to Support Health and Welibeing/CONNECT - 23 - ! ; :
! f E é f
| : ! |
; é E ff
Affordable Housing/Property rehabilitation - 28 - :
; ! ! |
N |
Emergency and Crisis Response/Communiation - 49
_ Recruit and Retain Highly Qualified Employees/Implement NEO
GOV - 60 z
0 10 20 30 40 50 60
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Recruit and Retain Highly Qualified Employees/Implement NEO

GOV -60 60
Emergency and Crisis Response/Communiation -49 49
Affordable Housing/Property rehabilitation - 28 28
Services to Support Health and Wellbeing/CONNECT - 23 23
Streamline land development review process - 18 18
Create systems and structures to encourage communication and
collaboration/continuous improvement 16
Detention Center 12
Law Enforcement 12
Youth Behavioral Health 11
Senior Services 11
Youth Services 9
Countywide Climate Action Plan 9
Recreational Amenities/Nature 9
Maintain Office of Emergency Management 7
Maintain roads, facilities, vehicles, and equipment to maximize
service life 6
Incentivize Sustainable Economic Development 6

Support County initiatives through efficient internal purchasing -

and procurement systems 6




