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h. PRNS Cost Recovery: Cost recovery rates for large municipality Parks and Recreation
Departments commonly range, between 25% and 40%, compared to the City of San Jose
at approximately 10%. The City Manager is enconraged to continue the transformation
of PRNS toward a more fmancially sustainable pricing and revenue model in order to
preserve existing services. The City Manager is fnrtber directed to work through the Safe
Summer Initiative to ensnre recreation opportunities for the underserved youth
population.

i. Community Centers: The City Manager should explore expanding the honrs and days
of access at high usage community center sites that offer the broadest range of services,
which have the best chance of making significant revenue contributions at the most
efficient operating costs, and is further directed to develop a resonrce plan to account for
increased wear and tear and staffing at high usage sites. In addition, the City Manager
should explore models which would allow the smaller less used satellite community and
neighborhood centers to remain open only on an as-needed basis for events like
neighborhood association meetings.

j. Downtown College Prep: Since 2000, Downtown College Prep has enrolled
underachieving students who will be the first in their families to go to college. It
provides a vital service to the City of San Jose in that it prepares its graduates to not only
enroll, but thrive at four-year universities. The City Manager is directed to work with
Downtown College Prep to increase educational opportunities for onr most disadvantaged
youth.

k. Crossing Guards: The safety of onr school children remains a top priority for San Jose
residents as well as the City Council. The City Manager is directed to provide sufficient
funding to maintain the crossing guard program. Currently, a private consulting firm is
conducting an independent evaluation ofthe School Crossing Guard Program including
alternatives for effective service delivery and opportunities to reduce costs. The City
Manager is further directed to continue to evaluate the feasibility of implementing cost­
effective programs that are in place in other jnrisdictions, explore alternate funding
sonrces such as state and federal grants, and work with the Schools/City Collaborative to
come up with solutions to ensnre the safety of our children. In addition, I recommend the
City Manager evaluate the installation ofpedestrian activated crosswalks at un-staffed
middle school intersections and consider expanding the use of trained volunteers to
perform crossing guard duties.

I. Neighborhood Improvement Reserve Fund: Direct the City Manager to hold $1
million in one-time funds for needed improvements in a reserve fund. These funds will
be held in reserve for City Council recommended improvements dnring the Budget
Document process in May.
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4. Transportation and Aviation Services

In the area of transportation, San Jose is moving ahead with dramatic changes.

• We led a successful regional effort to make sure that the High Speed Rail line will go
directly from San Jose to Los Angeles.

• The voters passed Measure B to help bring BART into San Jose.
• We secured funding through the California Transportation Commission to allow a full

citywide build-out of a "state of the art" traffic management system.
• Construction is near completion on a new rental car garage and is underway on

improvements to Terminals A and B.
• We were successful in securing $18.1 million in grant funding for partial funding of the

Explosive Detection System (EDS).

To continue to provide the community with safe, secure, and efficient surface and air
transportation, I recommend the following:

a. Street Maintenance: Last year, the city was able to add an additional $9.8 million on­
going in funds for street maintenance allocated by state voters. However, the city was
still short $8 million from fully-funding our total annual maintenance obligation. This
year, the Construction Excise Tax, which funds much of our street maintenance, is
underperforming due to the national economic recession. However, the City will be
receiving $12.7 million for pavement maintenance from the American Recovery and
Reinvestment Act. The City Manager shall use Recovery funds and explore
opportunities with the Construction Excise Tax to maximize our street maintenance and
repair levels.

b. Increase Revenue at Norman Y. Mineta San Jose International Airport: The
Terminal Area Improvement Program is nearing its successful completion, creating a
safe, secure, and customer friendly airport. The Consolidated Rental Car Facility is
scheduled to be completed in 2010. Unfortunately, the aviation industry continues to
struggle. The City Manager is directed to explore innovative opportunities for additional
flights and revenue for the airport and its customers.

c. Airport People Mover: An automated transit network linking Caltrain, Terminal B,
VTA Light Rail and a future BART station is an exciting concept that would create a
useful link of our major transportation systems. Using an Automated Transit Network
will give us an efficient, demand-responsive public transit network with automated non­
stop service available twenty-four hours a day. The City Manager is directed to continue
to explore public private partnerships to assist in funding this emerging technology.

d. Parking Citations: Direct the City Manager to explore raising parking citations on those
violations that impact safety and the environment and on those that have not been
adjusted for the cost of doing business over the last several years. The City Manager
should also explore installation of on-street parking controls with variable rate structures
in the Caltrain Diridon-Arena area.
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5. Strategic Support

San Jose must continue to be a city that delivers top quality service on a daily basis. We must
effectively develop, manage and safeguard the city's fiscal, physical, technological, and human
resources to enable and enhance the delivery of city services and projects. I recommend the
following:

a. Budget Outreach Meetings: San Jose residents have experienced the impacts of the
structural deficit first-hand. We must continue to have a dialogue with the community if
we are to solve our current budget shortfall. The City Manager is directed to work with
the Mayor's Office and Councilmembers to conduct neighborhood meetings in each
Council District to discuss the budget and to discuss possible solutions for our structural
deficit.

b. Service Delivery Efficiencies: Direct the City Manager to review service delivery
models to achieve further efficiencies, including streamlining and program auditing.

c. New Public Facilities: Many capital projects that are scheduled to come online next
year will negatively impact our General Fund. Direct the City Manager to review
upcoming capital projects and bring forward recommendations, and the criteria used for
those recommendations, for delaying start of construction or postponing opening
facilities to achieve savings in our General Fund.

d. Existing Leases and Lease City Assets: Direct the City Manager to review leases with
non-profits that operate city facilities. The City Manager is also directed to review city
assets and explore opportunities to lease these assets.

e. Economic Stimulus Funds ComplianceReview: There will be many complex
requirements for use of the American Recovery and Reinvestment Act funds. The City
Manager is directed to set aside appropriate funding from the Economic Stimulus funds
for the City Auditor, City Attorney, and Finance Department to properly review and
monitor these funds to ensure compliance with Federal requirements and guidelines.

f. Community Based Organization (CBO) Partnerships: The City of San Jose
recognizes the value of working through CBO partners for the delivery of strategic
services. To deliver these services it is important that our CBO partners are financially
healthy, accountable, and receive as appropriate, technical support. The City Manager is
directed to have the Partnership for Strategic Civic Engagement report their work on
CBO oversight to the Rules and Open Government Committee within 90 days.

g. Essential Services Preservation Fund: Set aside $500,000 of one-time funds that may
be used for the purpose of supporting services that are of essential importance to the
residents but do not fall under protected funding sources. Services deemed essential by
the City Council may be maintained with the use of one-time funds.

h. Healthy Neighborhoods Venture Fund (HNVF) Program: Unanticipated settlement
funds will allow for the HNVF Program to resolve cash flow issues in the HNVF so the
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annual loan from the General Fund will no longer be required. The City Manager is
directed to expedite the General Fund Deficit Elimination Plan strategy of appropriating
any additional increment tobacco settlement monies that may be received into the
General Fund. Approximately $1 million may be available to be transferred to the
General Fund on an on-going basis.

General Fund Structural Deficit Elimination Plan

At the direction of the City Council, the City Manager released the General Fund Structural
Deficit Elimination Plan in November 2008. The Plan outlined specific strategies and timelines
to eliminate the structural budget deficit over a five year timeframe ending in fiscal year 2013­
2014. The Plan serves as a policy guide and operational blueprint to assist the City
Administration and the City Council in closing the structural budget deficit while maintaining
organizational sustainability. It offers the City Council and the administration options to meet
the fiscal needs of the city within each fiscal year. As conditions change in the greater economy
and within the San Jose community, the Plan also can adapt to reach the end goal of closing the
general fund structural budget deficit.

The Plan has been updated to reflect revised five-year revenue and expenditure projections as
outlined in the 2010-2014 General Fund Forecast. Based on these revised projections, the
General Fund structural deficit is expected to total almost $116 million over the next five years.

2010-2014 General Fund Structural Deficit Projection (February 2009)
($ in Millions)

Projected Base Shortfall
(Feb 2009 Forecast)" ($61.2) ($36.7) ($4.9) $6.5 $10.1 ($86.2)

nmet/Deferred
nfrastructure & ($5.9) ($5.9) ($5.9) ($5.9) ($5.9) ($29.5)
aintenance Needs'"

Total Incremental Deficit

Total Cumulative Deficit

,

"

'"

Funding for cost-of-Iiving salary increases not factored into the last three years of the Forecast. These
increases are being treated as a resource allocation policy decision.
Includes City's share of General Fund annual required contribution for retiree health care benefits and
committed additions previously agreed upon by Councii, such as addition of 25 officers annually through
2011-12 and operating and maintenance funding for capital projects coming on line.
Does not address one-time needs of $457 million in the General Fund ($825 million all funds).
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Since the release of the Plan in November, the City has been actively refining strategies and
taking steps to implement those slated in specific years. All strategies outlined are still under
consideration by the Administration. The table below highlights the updated potential cost
savings/revenue by strategy category and fiscal year.

Cost Savings
$2.5M $7.7M $7.6M $8.7M $1O.lM $36.6M

Strategies

Revenue
$3.3M

$6.3- $6.2- $4.0- $4.0- $23.8-
Strategies 12.0M 16.0M 8.0M 8.0M 47.3M
Service

$22.9- $93.6-
Reductions/ $61.3M $9.4M $O.OM $O.OM
Eliminations

29.6M 100.3M

Total $67.1M
$36.9- $23.2- $12.7- $14.1- $154.0-
49.3M 33.0M 16.7M 18.1M $184.2M

The General Fund Structural Deficit Elimination Plan is a working and evolving blueprint.
Although no strategies have been dropped from consideration, many new ideas have been
proposed and considered. The Plan will continue to evolve as strategies are fully developed.
Through budget balancing ideas submitted by city departments and residents, several new ideas
have emerged and are currently under study by the City Manager. Direction and discussion of
other proposed ideas are discussed below.

a. Layoff and Service Reduction Alternatives: In dealing with our shortfalls, layoffs and
service reductions over the next few years could be the most extensive the city has seen
in years. I thank our employees for their ideas and suggestions thus far. We need to
continue to work together to preserve services and minimize layoffs and help minimize
the impacts of a very difficult year to the public. The City Manager is directed to
continue discussions with our employees on creative alternatives and solutions to
avoiding layoffs and service reductions.

b. Sales Tax: One proposal considered during the Telephone Survey and the Neighborhood
Association and Youth Commission Priority Setting Session, was a local sales tax to be
used for general operations. Considerable supportwas expressed among the phone
survey and neighborhood association leaders for pursuing a tax. It is estimated that a
one-halfpercent increase would generate $68 million; while a one-quarter percent
increase would generate $34 million. However, the City Council and administration
should consider that the recent passage of the State budget included a sales tax increase
of 1%, bringing the Santa Clara County rate to 9.25%. The City Manager should conduct
additional analysis, such as another poll on a lower tax increase or a sunset clause, before
including the sales tax in any future years ofthe Plan.
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c. Construction Excise Tax and Building and Structure Construction Tax: The
Construction Excise Tax is assessed on the construction, alteration, repair or
improvement of any building or structure. The Building and Structure Construction Tax
is imposed upon the construction, repair or improvement of any building or structure
where a building permit is required. The Municipal Code stipulates the calculation on
valuation tables published by the International Conference of Building Officials (lCBO).
The ICBO last published a table in 1997 and the International Code Council (ICC) is now
the industry standard and publishes updated building valuation tables. Based on current
projections, it is estimated that updating the valuation tables would generate $3 million to
$3.7 million annually for general fund uses and traffic capital program activity. The City
Manager is directed to review this proposal for possible consideration in 2009-2010.

d. Disposal Facility Tax: This strategy could both raise the Disposal Facility Tax (DFT)
rate to partially adjust for the consumer price index (CPI) and broaden it by removing
most "cover material" exemptions that have been added over time. By ordinance, the city
established the DFT in 1987 and revised the tax to its current rate of $13 per ton. The flat
rate structure has not been adjusted with the CPI. The City Manager and City Attorney
are directed to review this proposal for possible inclusion in a future proposal.

e. Employee Suggestion Program: The Employee Suggestion Program encourages city
employees to develop and submit proposals for the improvement of city operations. The
strategy ideas produced by city employees are often times an integral starting point for a
leading edge program in the City of San Jose. A program like this can generate up to $1
million in annual savings and raise employee morale, while fostering a commitment to
continuous improvement. Through the Beyond Budget Cuts Program the City Manager
and city employees have been developing an Employee Suggestion Program. The City
Manager is directed to bring forward a program for City Council consideration in June
2009 and include funding in the upcoming proposed budget to support this program.

f. Restructure Business Tax: A full restructuring of the business tax is a proposal from
the General Fund Structural Deficit Elimination Plan. The stakeholder group expressed
an interest in looking at a potential restructure of the tax in the future. The group felt that
first the city must thoroughly examine its policies and procedures, streamline and
improve those that are burdensome to business, and make improvements before going to
the voters for approval. The City Manager is directed to continue to work with
stalceholders to improve our processes before considering going to the voters for approval
of a business t!jx increase.

g. RDA Support of General Fund: The RDA already funds many capital projects and
services. Through the Project Services Memorandum process, the Agency also contracts
with city departments, such as Public Works to complete eligible capital projects. While
the Agency itselfhas an adopted Capital Budget and is experiencing budget constraints,
there are opportunities to do more projects both within and adjacent to Redevelopment
Project Areas, such as LED lighting projects and on-street parking controls, which will
not adversely impact existing Agency programs. The City Manager and Redevelopment
Agency Executive Director are directed to explore the potential of other city projects that
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could be eligible for RDA funds, giving consideration to the RDA budget constraints and
limitations under state law. Our goal should be to maximize opportunities for RDA
support of capital projects aud services with $1-2 million at a minimum as our goal.

h. Billboard Advertising: One proposal considered and supported during the telephone
survey aud Neighborhood Session was an increase in billboard advertising in the city.
This proposal could add at least $4 million in additional revenue to the General Fund to
continue aud preserve vital programs. However, additional billboard advertising could
change the character of our city. Before including this proposal in future years, the City
Mauager is directed to conduct business aud community outreach.

i. Additional Proposals: The City's Structural Deficit Elimination Plan is an evolving
document designed to be amended as ideas are implemented and new suggestions arrive.
If approved by the City Council, my office and the City Mauager's Office will conduct
outreach to Council Districts over the next couple of months. The Community Budget
Working Group will also be proposing ideas for solving our structural budget deficit aud
we welcome their suggestions. The City Manager is directed to review aud consider
additional proposals from any ideas that may come from these efforts.

Redevelopment Agency

The Redevelopment Agency continues to be a catalyst that stimulates:

• Economic Growth
• Job Creation
• Affordable Housing
• Neighborhood Improvements

The Agency's ability to operate depends on tax increment revenues from its project area
assessments reported by the County Assessor in July 2009. In light of the Agency's need to fund
its operations until the tax increment revenue base is known in July, I recommend the Agency
prepare the Fiscal Year 2009-2010 Proposed Operating aud Capital Budget and the proposed
Fiscal Year 2009-2010 Capital/Program Budget and Fiscal Year 2010-12 Capital Improvement
Program on August 31, 2009.

The August 31, 2009 budget would provide necessary funding for ongoing staff costs and
contractual obligations to the City aud County. The August 31, 2009 budget will: a. Update the
Agency's future bonding capacity based on the 2009-2010 tax increment and projections for
future growth, aud b. Include ongoing expenditures for the Agency and contractual obligations
related to the City and County in the source aud use of funds summary.
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CONCLUSION

The overall goal of this Message is to direct Council Appointees to develop their budget
recommendations that reflect the policy priorities of the Mayor and City Council. I have
outlined a strategy that will balance our ability to continue to provide basic services to our
community, help our economy, build strong neighborhoods, stabilize our budget, and as much as
possible, prevent the layoffs of the dedicated employees who serve the people of San Jose. I
urge approval by my colleagues.

COORDINATION

This memorandum has been coordinated with the City Manager, City Attorney, and
Redevelopment Agency Executive Director.



Attachment I

1. Develop a budget that balances the City's delivery of essential services to the community,
inclUding building strong neighborhoods and supporting economic growth, with the
resources available.

2. Every effort should be made to resolve the projected bUdget deficit with ongoing revenue
and expenditure solutions to ensure no negative impact on future budgets to maintain the
City's high standards of fiscal integrity and financial management. One-time funding
sources, however, may be used to mitigate the impact on the community or to provide time
for service delivery optimization efforts.

3. Use fee increases to assure that operating costs are fully covered by fee revenue and
explore opportunities to establish new fees for services, where appropriate.

4. Explore expanding and/or re-directing existing revenue sources and/or adding new revenue
sources for addressing both the General Fund structural deficit and unfunded needs as
outlined in the General Fund Structural Deficit Elimination Plan.

5. Focus on protecting vital core City services for both the short- and long-term. Analyze all
existing services and target service reductions or eliminations in those areas that are least
essential. To the extent possible, use the Analytical Framework for Service
Reductions/Eliminations to assist in service delivery optimization opportunities or identify
services that should be eliminated.

6. Defer any new program commitments and initiatives or program expansions, unless those
program commitments stimulate the local economy, job creation, new revenues, have a
significant return on investment for the General Fund, and/or are funded through
redeployment of existing resources.

7. Explore alternative service delivery mechanisms (e.g., appropriate community partnerships,
public-private partnerships, working with other jurisdictions, outsourcing/in sourcing services
delivered by City staff, etc.) to ensure no service overlap, reduce and/or share costs, and
use our resources more efficiently and effectively.

8. Focus on business process redesign to improve employee productivity and business
practices, including streamlining, innovating, and simplifying City operations (e.g., using
technology) through employee engagement and empowerment so that services can be
delivered with quality, flexibility, and lower cost.

9. Use the General Plan as a primary long-term fiscal planning tool and link ability to provide
City services to development policy decisions.

10. Continue to make community and employee engagement a priority for budget balancing
idea development.

11. Assuming positions are in the right program, make every effort to eliminate vacant positions,
rather than filled positions, to minimize the number of employee layoffs. As programs are
reduced or eliminated, ensure that management and administration are reevaluated
accordingly.

12. Explore personal services cost savings, subject to the meet and confer process where
applicable, by 1) considering further incorporation of total compensation bargaining
concepts into the meet and confer process and focusing on all personal services cost
changes (e.g., salary step increases, benefit cost increases), 2) civilianizing more sworn
positions, 3) exploring alternate benefit structures for new employees, and 4) changing
employee/retiree health care benefit plan designs.

L- _



GENERAL FUND STRUCTURAL DEFICIT

ELIMINATION PLAN UPDATE

COS'tSAVINGSSTnATEGIES .Fiscal Year: '2009-20iO . 20io-2ijll 2011-2012 2012-2013 I 2013-2014 I Total

1. Optimization and Service Delivery Model Reviews
SO.5M I SUM I S2.7M I S3.9M I S5.2M I S14.1M

Review service delivery models through example strategies below:
a. Business process redesign (through employee involvement and

empowennent)
b. Use oftechnology to achieve efficiencies
c. Insourcingloutsourcing
d. Streamlining
e. Third-party program auditing
f. Charter agencies (concept only)
g." Employee engagement and suggestion program
h.Use ofpublic safety civilian positions
i. Modify minimwn Fire staffing policies where appropriate based on Fire

Strategic Plan
(Budget Balancing Guideline #7, 8, 10)

2. Increase San .Tose Redevelopment Agency (S.TRDA) support to General
Fund

Example ideas where SJRDA could fund projects which General Fund would
otherwise support:

a Prioritize SJRDA Capital Funding for Economic Development
Activities

b. Retrofit to smart lights in SJRDA areas
c.' Modernize parking meters, in SJRDA areas
d. Shift additional economic development, code enforcement activities in

SJRDAareas
(Budget Balancing Guideline #4, 7)

* Does not incluae one-tzme implementation costs

Sl.OM Sl.0M Sl.OM Sl.0M Sl.0M S5.0M



GENERAL FuND STRUCTURAL DEFICIT

ELIMINATION PLAN UPDATE

... COSTSAVINGS STAATEGIES Fiscal Year: I 2009-2010 I 2010-201.1 I 201.1-2012 I 2012-2013 I 2013-2014

3. Shift Healthy Neighborhood Ventore Fund Funding to General Fund

I II I SUM I SO.2M I SO.lM SO.2M Sl.7M
Assumes $10M annual funding remains; shifts forecasted increases of tobacco,
settlement funds

(Budget Balancing Guideline #4, 7)

4. Reduce Rate of Increase in Personnel Costs
I II Sl.0M I $3.7M I S3.7M I S3.7M S3.7M S15.8M

Reduce personnel costs annually through strategies below and/or ideas'
developed from negotiations:

a. Increase time, amount and method ~o reach maximum compensation
b. Implement sick leave payment modifications upon retirement
c. Implement a two-tier retirement benefit
d. Revise workers' compensation pro'gram
e. Implement workers' compensation offset for public safety
i Revise .overtime eligibility policies
g. Implement healthcare insurance provider cost containment
h. Reduce entry level compensation for positions for which th~ City

receives many qualified applicants
L Implement health care plan modifications
j. Modify binding interest arbitration"

(Budget Balancing Guideline #/2)
I I I I

. COST SAVINGS STRATEGIES SUB-TOTAL S2.5M S7.7M ; I S7.6M 1 S8.7M I S10.lM I $36.6M

* Does not include one-tiine implementation costs
**Requires voter approval



GENERAL FUND STRUCTURAL DEFICIT

ELIMINATION PLAN UPDATE

8. Restructure Business Tax Rates to Modernize and Reflect Current
Business Protlle**

Examples include:
a. Modernize rates by indexing to current consumer price index (CPr) and

raising maximums
b. Restructure business tax formula

(Budget BalanCing Guideline #4)

• Does not include onectime implementation costs
**Requires voter approval

$1.()--{j.5M $1.0~.5M $2.0-13.0M



GENERAL FUND STRUCTURAL DEFICIT
ELIMINATION PLAN UPDATE

REVENUE STRATEGIES

9. Implement Landscape and Lighting District**

. ,;~.

. Fiseal Year: I 2009-20iol ·2010'2011 2011-2012 201i.z013 ·1· 2013-2014 Total

Explore various landscape and lighting district options to cover costs related to
the City's transportation infrastructure assets and operations

(Budget Balancing Guideline #4)

Library Parcel Tax Renewal**
Not a new strategy but will impactfuture ballot decisions; sunsets in 2014

S1.3-1.5M S1.2-1.5M S2.S-3.0M

* Does not include one-time implementation costs
**Requires voter approval; Landscape and Lighting District is mail-in ballot ofproperty owners



GENERAL FUND STRUCTURAL DEFICIT
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OTHER REVENUE STRATEGlES (not included in subtotal belaw)

Fiscal Year: I 2009-2010

10. Increase Revenues from Visitors Who Benefit from General Fund
Services**

a. Parking lot tax oflO% on City and SJRDA owned lots
b. Patking lot tax of 10% on all public and private lots

. (Budget Balancing Guideline #4)
11. Increase Conveyance Tax and/or Shift Constrnction and

Conveyance Tax Funding from Capital Projects to Operations and
Maintenance**

Increase by 50%; with a shift of up to 40% of parks allocation to park
maintenance and maintaining curr~tallocation .

(Budget Balancing Guideline #9)
12. Increase Card Room Tax, Increase Number of Tables, and/or Levy

. Tax on Card Room Bank Groups"

R_ Increase Card Room,tax from 13% to 18%
b. Increase number of tables per card room by nine and increase .the .

tax to 18%
c. Levy 18% Tax Card Room Bank Groups

(Budget Balancing Guideline #9)

REVENUESTRATEG~SUB~OTAL

83.3M
* Does not include one-time implementation costs
**Requires voter approval

2010-2011

a) $2.6M
b) $4.5M

86.3-12.0M

2011-2012

a) $2.6M
b) $4.5M

86.2-16.0M

2012-2013

$5.4M

$2.0-8.4M

84.0-8.0M

2013-2014

$5.4M

$2.0-8.4M

84.0-8.0M

Total

$5.2-9.0M

$1O.8M

$4.0-16.8M

823.8-47.3M



GENERAL FUND STRUCTURAL DEFICIT
ELIMINATION PLAN UPDATE

General Fund Structural Deficit I $(67.1M)
Incremental Projections

General Fund Structural Deficit Cumulative I .$(67.1M)
Total

*Does not include one-time implementation costs

$(4:2.6M)

$(109.7M)

$ (lO.8M)

$(120.5M)

$O.6M

$(119.9M)

$4.2M

$(1l5.7M)

$(1l5.7M)

$(1l5.7M)


