October 29, 2021

TO: Mayor and Council

FROM: Chris Hladick, Interim City Manager
RE: Workshop November 4, 2021

There will be a workshop before the council meeting on November 4 to discuss next steps with
regard to the development of a long term Financial Sustainability Plan. In the packet | have
provided a flow chart that was produced by Tod Larson some time ago and also a memo from
Todd to the Finance and Budget Committee dated October 15, 2019. These are provided as
historical perspective but also to show that Tod was on the right path. There is also a slide that |
will place on the screen Thursday night that | will talk through depicting four steps for the
Sustainability Plan.

As you know we are in a deficit situation with the current budget. If you planned long term
budget assumptions on the current budget you will never reach your goals. | am assuming for
this presentation that your goal is to stabilize the current situation and at minimum get back to
a balanced budget. If you want to take on projects, fix problems in buildings and grounds,
provide economic development etc. you will need to explore and identify the means to get
there. What | will provide next Thursday evening is a possible path to get there. A new city
manager may want to make changes to the approach and that is ok. | think it is important to
keep moving forward.

There are hard choices to make in this process, nobody said it was going to be easy. You will be
deciding what things you want to invest in and what makes no sense. How much risk are you
willing to take? The list that follows under budget considerations may grow or shrink based on
what you think is relevant, you may think of more that needs to be included. The Council needs
to take ownership of the process.

Step 1: Budget Considerations

These are issues | have either heard the council talk about or you may want to consider in your
budget planning. Topics such as:

Salary Schedule

Vehicle Replacement Plan
Capital Projects Priority
Reorganization

Schools

State Funding
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Recommended Improvement Projects
Savings

Community Partners

Economic Development

Housing

Step 2: Optimize Revenues

In this process you will need to optimize revenues. Some of this work has already begun
Sales Tax

Real and Personal Property Tax
Internet

Marijuana

Gaming

Lodging

Investment Policy

Rate Studies

Step 3: Explore New Revenue

In the past there were initiatives on boroughization, annexation. What about other revenue
sources? It would be good to have Brooks Chandler develop a historical perspective on the
borough and annexation processes to date for new council members. The question is what
services does the city want to provide and then where will the revenue come from to support
those services. The do nothing alternative will result in Step 4.

Step 4: Classify Expenses

If you do nothing you will end up cutting the budget. If the City runs out of cash from Fund
Balance you won’t make payroll for General Fund positions. This will be a bad day. You will
need to make hard choices on what stays and what goes and having been through this process
many times it is very hard to pit say the police department against the school contribution.
Defaulting on a bond issue?

It is going to take years to get to where you want to go. One thing is certain if clear goals are
not set no goals will be met.
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| would recommend that you hire Bill Dann from Professional Growth Systems to lead council
training on roles and responsibilities and to plan this project. This is a very complex project
involving lots of moving parts. Once a new city manager is on board you should find dates to do
this training and | would be happy to participate with concurrence of the new city manager.
Sorting out which thing to do first, second and so on is critical to success. | look at this process
as an opportunity. This community has always meant a lot to me and it has been an honor to
work here again for the past six months. | look forward to a bright future for Dillingham and it
will take everyone in the community pulling together to make it happen.
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Mayor Dillingham City Council
Alice Ruby Chris Napoli

Bill Rodawalt
Manager Aksel Buholm

Tod Larson R RN Curt Armst
DILLINGHAM Andy Anderson

ALASKA Gregg Marxmiller
MEMORANDUM
Date: October 15, 2019
To: City of Dillingham Finance and Budget Committee
From: Tod Larson, City Manager
Subject: Draft Table of Contents for the Dillingham Long-Term Financial Plan

| was tasked with developing a Long-Term Financial Plan for the City of
Dillingham. The first thing | did was to contact Joan Miller, the President of the Alaska
Government Finance Officers Association in order to see if | could obtain information on
any Alaska municipalities that have a plan. Ms. Miller's response was that she wasn't
aware of any Alaska municipalities that have a Long-Term Financial Plan and | found
this to be common across the nation. That doesn’t mean it isn’t a worthy endeavor —
there just aren’t many municipalities that have a plan.

My next step was to conduct extensive internet research to determine what are
the components of a long-term financial plan for a municipality. During that research, |
found a book on the national Government Finance Officers Association website titled
Financing the Future, Long-Term Financial Planning for Local Government and
purchased a copy. | was also able to find a number of articles online and have
included a few with this memo that discuss the topic.

In my research, | found that the ‘gold standard’ for a Long-Term Financial Plan
for a municipality is San Clemente, California. Many of the plans | was able to find
came from the State of California. | understand that we are not San Clemente,
California and in fact are far from the size and we have completely different visions,
goals, and objectives. That said, we cannot build an effective and successful plan for
Dillingham without understanding the bigger picture of what others have successfully
accomplished. After studying this information including a number of municipal plans, |
was able to select what | felt fit Dillingham from these ‘best practice’ plans along with
our own input to build a draft table of contents for the committee to review.

This is my first draft and I'm sure it will go through multiple iterations as | write
our financial plan. This is a start point for our discussion. | plan on holding meetings
during the day with committee and councilmembers, key staff, interested community
members, and business leaders as we move this project forward. This is not a project
that we can write something in a couple of days and call it a Long-Term Financial Plan.

Our Vision. To have an infrastructure and city workforce that supports a sustainable, diversified and
growing economy. We will partner with others to achieve economic development and other common goals
that assure a high quality of living, and excellence in education.
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To do it justice will require a significant amount of effort and time. My recommendation
is to write it with an implementation date of July 1, 2020 with a five- or ten-year planning
horizon. We have some of the raw data in place already as | track financial data back to
FY 14 in a running audit analysis. Once this plan is complete, it can be presented to the
City Council for them to use in their decision process.

Below is a compilation of my research and initial recommendation for a draft
Table of Contents for the City of Dilingham'’s Long-Term Financial Plan:
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This Table of Contents and associated information serves as a start point for the
Finance and Budget Committee’s discussion of the City of Dillingham’s Long-Term
Financial Plan. | look forward to our discussion of this topic. Questions, comments, and
concerns can be directed to me at (907) 842-5148 or at manager@dillinghamak.us .

Respectfully submitted,

> D Grso

Tod Larson
City Manager

Encl

GFOA Long-Term Financial Planning

GFOA Adopting Financial Policies

Why Municipalities Need Long-Term Financial Plans

Our Vision. To have an infrastructure and city workforce that supports a sustainable, diversified and
growing economy. We will partner with others to achieve economic development and other common goals
that assure a high quality of living, and excellence in education.

City of Dillingham Page 3 of 4
Page 6 of 9



References

Kavanagh, S. (2017, December) Financing the Future, Long-Term Financial Planning
for Local Government. Government Finance Officers Association. Printed in the
USA.

Grass, Michael. (2017, October 26). 5 Good Reasons Why Local Governments Should
Embrace Long-Term Budget Forecasting. Retrieved from:
https://Iwww.routefifty.com/finance/2017/10/local-government-long-term-budget-
forecasting/142094/ .

Government Finance Officers Association. (2019) Long-Term Financial Planning.
Government Finance Officers Association. Retrieved from:
https://www.gfoa.org/ .

Farmer, Liz. (2014, June). The 7 Deadly Sins of Public Finance. Governing The States
and Localities. Retrieved from: https://www.governing.com/finance101/gov-
deadly-public-finance-sins.html .

Berg, Andy, CPA. (2019). Why Municipalities Need Long-Term Financial Plans.
Retrieved from: https://aemcpas.com/why-municipalities-need-long-term-
financial-plans/ .

City of San Clemente, California. (2019). San Clemente Long-Term Financial Plan
Fiscal Year 2019-20. Retrieved from: https://www.san-clemente.org/about-
us/city-finances/long-term-financial-plan .

City of Palo Alto, California. (2019). FY 2020 — FY 2029 Long Range Financial

Forecast. Retrieved from:
https://www.cityofpaloalto.ora/civicax/filebank/documents/67825 .

City of Pleasant Hill, California. (2015, August). Long-Term Financial Plan Fiscal Year
2015/16 Through Fiscal Year 2019/20. Retrieved from: http://www.ci.pleasant-
hill.ca.us/DocumentCenter/View/14588/Final-LTFP?bidid= .

City of Greater Sudbury, Ontario. (2017, April 13). Municipal Long-Term Financial Plan
2018-2027. Retrieved from: https://www.greatersudbury.ca/city-hall/budget-and-
financeffinancial-reporis-and-plans/long-term-financial-plan-2018-27/ .

Gwinnett County, Georgia. Government Department of Financial Services. (2012,
December 11). Gwinnett County Government Department of Financial Services

' Long-Term Financial Planning Policy. Retrieved from:
hitps://www.gfoa.org/sites/default/files/u63/GFOALong TermFinancialPlanningPoli
cyexecuted.pdf .

Our Vision. To have an infrastructure and city workforce that supports a sustainable, diversified and
growing economy. We will partner with others to achieve economic development and other common goals
that assure a high quality of living, and excellence in education.

City of Dillingham Page 4 of 4
Page 7 of 9



(6TOZ unr)

123png |ended 0Z0C

{(6TOZ uUnr)
1@8png 0Z0¢

(6TOT ver)
1517 dID

Sjonpodd

(esea
-610¢ uer)
ueld 1|

(IIv-6102 uer)
3|Npayos 394

(uo7/eiyauAd
-6T0Z 22Q)
141D

(6TOZ UNI)
ysiignd g [enosddy [1Duno) AlD

(6TOZ UN[ - 03d)
290D pwm_u:m_ pue aJueul4

(6T0OZ 984)
g'34 0} payiwgns 123png Jageue|n AuD

(6107 924)
AID 01 ‘qns s1sanbay peaH 1uswiedsg

(610T UeEf)
$S9204d uollepljosuo) 193png uidag

{(enuy
6102 934)
suodsfold

ENIEVEN]
ddueUld

(enuy
-6TOT Uer) (poL
s123png -670¢ 9°4)
s Jesp sSyaD
€ SNOIABUd

(edes/poL (eryauAg
-6T0T uer) -6TOZ uer)
Apnis Suiyels ue|d
13 98eM peoy (3AelD

(asoa
-6702 Jdv)
1senbay asoa

aoueping [1PUNo) A1)
Jue|d anisuayaidwo)

weysduyjig jo A1

(poL
-610¢ uef)

ueld

S12IUSA

{uesar
-6T0C uer)
3[npayas

Hiel

Page 8 of 9



STEP 1

BUDGET CONSIDERATIONS

STEP 2

OPTIMIZE REVENUE

Salary Schedule

Vehicle Replacement Plan
Capital Projects Priority
Reorganization

Schools

State Funding
Recommended
Improvement Projects
Savings

Community Partners
Economic Development
Housing

e Sales Tax

e Real & Personal
Property Tax

e |Internet

e Marijuana

e Gaming

e Lodging

e |nvestments

e Rate Study

l

MULTI YEAR
BUDGET

STEP 3

EXPLORE NEW REVENUE

e C(City Attorney
e Auditors

N

STEP 4

CLASSIFY EXPENSES

e Possible cuts
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