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Santa Clara City Council Priority Setting Session
Day 1 – February 1, 2021
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An Organization in Transition
• New Council
• Governance Structure – fully implemented districts and 

current Emergency Proclamation
• Budget and Resource Impacts due to COVID-19 
• Organizational COVID-19 Response and Efforts
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Welcome and Schedule
DAY ONE SCHEDULE DAY TWO SCHEDULE

• Welcome & Session Framework
• Accomplishments & Challenges
• Fiscal Outlook and Resources Update
• City Governance in Transition
• Governing Body: Communication, 

Expectations and Governance

• Set Context for Day 2
• COVID-19 Response and Review of 

Council Pillars
• Council Discussion on Future Items
• Wrap-Up and Council 

Questions/Comments
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Vision for a Successful Session
• Elicit the range of views from Council
• Encourage listening and understanding
• Generate solutions
• Promote civility
• Work towards agreement and consensus
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Public Presentations



Accomplishments and 
Challenges
Facilitator, Shawn Spano
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Accomplishments and Challenges

• What do you see as the top City Accomplishment in 
2020?

• What is the one thing about your work and the work 
of the City that is most concerning to you? Put 
differently, what is keeping you up at night? 
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Fiscal Outlook and 
Resources Update
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Fiscal Outlook

10-Year General 
Fund Forecast

Kenn Lee, Finance Director
February 2021



• Overview
• Economic Outlook
• 10-Year General Fund Forecast
• Budget Balancing
• Revenue Opportunities / Long Term Sustainability
• Budget Principles
• Next Steps/Policy Discussion

30

Agenda
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Overview
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• Evaluate current condition
• Foundation for looking at priorities
• Know risk factors and vulnerabilities
• Understand trade-offs moving 

forward
• Develop mitigation efforts 
• Strategic positioning and use of 

reserves
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Overview
Financial Update as a Strategic Planning Tool
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Economic Outlook
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• COVID-19 spurred abrupt end to 
longest expansion in U.S. history

• With mass vaccinations, strong 
growth expected in 2021; UCLA 
Forecast assumes economy reaching 
previous peak by the end of 2021, 
but still below expected pre-COVID 
trend

• Uneven impacts to businesses and 
residents with some facing significant 
hardships
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Economic Outlook

Source: U.S. Department of Commerce, Bureau of Economic Analysis and 
UCLA Anderson Forecast
Notes: Real GDP growth rate, seasonally adjusted annual rate

Real GDP Levels and Trends, $ Billions



• Unemployment improving after unprecedented 
increase in March 2020; Silicon Valley lower 
that State and U.S.

• Santa Clara residential real estate market 
experienced growth despite COVID-19

• UCLA expects housing market to remain hot 
through at least 2023

• Development activity also remains strong; can 
change quickly based on economic conditions
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Economic Outlook
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10-Year General Fund Forecast
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• Planning tool

• Compare ongoing General 
Fund revenues and 
expenditures

• Projected deficits/surpluses if 
solved with ongoing dollars 
(Net Operating Margin)

30

10-Year General Fund Forecast
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• 10-Year General Fund Forecast for 
long-term planning

• Focused on the General Fund 
portion of the budget that 
provides many of the direct 
services to community (police, 
fire, libraries, parks and recreation)

• Base General Fund shortfall in FY 
2021/22 due to COVID-19 impacts

30

10-Year General Fund Forecast

18


Chart1

		General Fund		General Fund

		Special Revenue Funds		Special Revenue Funds

		Enterprise Funds		Enterprise Funds

		Internal Service Funds		Internal Service Funds

		Capital Funds		Capital Funds

		Debt/Other		Debt/Other



FY 2020/21 Adopted Budget

Column1

[],  $286.0 M, 20.4%

[], $22.7 M, 1.6%

[], $[], []

[], $37.5 M, 2.7%

Capital Funds, $342.2 M, 24.5%

[], $17.3 M, 1.2%

286

0.2043586995

22.7

0.0162200786

693.8

0.4957484816

37.5

0.026795284

342.2

0.2445158985

17.3

0.0123615577



Sheet1

				FY 2020/21 Adopted Budget		Column1

		General Fund		$286.00		0.2043586995

		Special Revenue Funds		22.7		0.0162200786

		Enterprise Funds		693.8		0.4957484816

		Internal Service Funds		37.5		0.026795284

		Capital Funds		342.2		0.2445158985

		Debt/Other		17.3		0.0123615577

				1399.5		1







19

10-Year General Fund Forecast

Expenditure Budget  
Limited control in certain areas
• Non-Discretionary costs represent 

approx. 30% of the General Fund 
budget

• CalPERS costs – unfunded liability
• Debt service costs
• Fixed facility operating costs
• Fee-supported activities
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Reduction Target - PS at 50%

		

								Target Savings

				City Departments/Offices		Revised Total
(Discretionary)		20,000,000		25,000,000		30,000,000		INSERT TARGET AMOUNT IN HEADER

		All Others		Mayor and City Council		106,837		- 0		- 0		- 0

		All Others		City Attorney		1,257,195		- 0		- 0		- 0

		All Others		City Clerk		1,147,161		- 0		- 0		- 0				Equal Target				20,000,000		25,000,000		30,000,000		Check

		All Others		City Manager		2,622,532		- 0		- 0		- 0				Public Safety		99,057,313		0.00%		0.00%		0.00%		- 0

		All Others		Community Development		2,923,457		- 0		- 0		- 0				All Others		- 0		0.00%		0.00%		0.00%		- 0

		All Others		Finance		3,199,419		- 0		- 0		- 0						- 0		0.00%		0.00%		0.00%		- 0

		Public Safety		Fire		41,074,634		- 0		- 0		- 0						- 0

		All Others		Human Resources		2,738,542		- 0		- 0		- 0

		All Others		Library		9,709,363		- 0		- 0		- 0				Public Safety at Half				20,000,000		25,000,000		30,000,000		Check

		All Others		Parks and Recreation		15,475,955		- 0		- 0		- 0				Public Safety		- 0		0.00%		0.00%		0.00%		- 0

		Public Safety		Police		57,982,678		- 0		- 0		- 0				All Others		- 0		0.00%		0.00%		0.00%		- 0

		All Others		Public Works		13,556,608		- 0		- 0		- 0						- 0								- 0

		All Others		Non-Departmental		12,451,459		- 0		- 0		- 0

				Total Public Safety		99,057,313		- 0		- 0		- 0

				Total Non-Public Safety		65,188,528		- 0		- 0		- 0						% of Total GF Savings		7.00%		8.75%		10.50%

				Internal Services (GF portion)														285,758,755

		All Others		Fleet Operations		3,407,205		- 0		- 0		- 0

		All Others		Information Technology		9,401,589		- 0		- 0		- 0

		All Others		Special Liability Insurance		- 0		- 0		- 0		- 0

		All Others		Workers' Compensation		- 0		- 0		- 0		- 0

		All Others		Communication Equipment		- 0		- 0		- 0		- 0

		All Others		Vehicle Replacement		2,136,825		- 0		- 0		- 0

				Total Internal Services		- 0		- 0		- 0		- 0

				Total		- 0		- 0		- 0		- 0

				Non-Sworn %				15.42%		19.28%		23.14%

				Sworn %				7.71%		9.64%		11.57%

				Non-Discretionary/Excluded Costs

				- Retirement UAL						Non Discretionary		59,512,094				Non-Discretionary		86,885,000		30.4%

				- Council Appointees/Elected Officials						Fee/Revenue Supported		23,103,043				Public Safety		99,057,000		34.7%

				- Fee/Revenue-Supported Costs						Discretionary		179,191,459				All Other Departments		99,816,000		34.9%

				- Cost Allocation Plan Reimbursement						Total Transfers		23,952,159				Total Transfers

				- 50% of Utility Costs								285,758,755						285,758,000

				- Mandated Costs

				- Claims/Insurance Costs

				- Transfers
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Reduction Target - PS at 50%

		



FY 2020/21 Proposed General Fund Budget



Reduction Targets - Equal Amoun

		

								Target Savings

				City Departments/Offices		Revised Total
(Discretionary)		20,000,000		25,000,000		30,000,000		INSERT TARGET AMOUNT IN HEADER

		All Others		Mayor and City Council		106,837		- 0		- 0		- 0

		All Others		City Attorney		1,257,195		- 0		- 0		- 0

		All Others		City Clerk		1,147,161		- 0		- 0		- 0				Equal Target				20,000,000		25,000,000		30,000,000		Check

		All Others		City Manager		2,622,532		- 0		- 0		- 0				Public Safety		99,057,313		0.00%		0.00%		0.00%		- 0

		All Others		Community Development		2,923,457		- 0		- 0		- 0				All Others		- 0		0.00%		0.00%		0.00%		- 0

		All Others		Finance		3,199,419		- 0		- 0		- 0						- 0		0.00%		0.00%		0.00%		- 0

		Public Safety		Fire		41,074,634		- 0		- 0		- 0						- 0

		All Others		Human Resources		2,738,542		- 0		- 0		- 0

		All Others		Library		9,709,363		- 0		- 0		- 0				Public Safety at Half				20,000,000		25,000,000		30,000,000		Check

		All Others		Parks and Recreation		15,475,955		- 0		- 0		- 0				Public Safety		- 0		0.00%		0.00%		0.00%		- 0

		Public Safety		Police		57,982,678		- 0		- 0		- 0				All Others		- 0		0.00%		0.00%		0.00%		- 0

		All Others		Public Works		13,556,608		- 0		- 0		- 0						- 0								- 0

		All Others		Non-Departmental		12,451,459		- 0		- 0		- 0

				Total Public Safety		99,057,313		- 0		- 0		- 0

				Total Non-Public Safety		65,188,528		- 0		- 0		- 0						% of Total GF Savings		7.00%		8.75%		10.50%

				Internal Services (GF portion)														285,758,755

		All Others		Fleet Operations		3,407,205		- 0		- 0		- 0

		All Others		Information Technology		9,401,589		- 0		- 0		- 0

		All Others		Special Liability Insurance		- 0		- 0		- 0		- 0

		All Others		Workers' Compensation		- 0		- 0		- 0		- 0

		All Others		Communication Equipment		- 0		- 0		- 0		- 0

		All Others		Vehicle Replacement		2,136,825		- 0		- 0		- 0

				Total Internal Services		- 0		- 0		- 0		- 0

				Total		- 0		- 0		- 0		- 0

				Non-Sworn %				11.16%		13.95%		16.74%

				Sworn %				11.16%		13.95%		16.74%

				Non-Discretionary/Excluded Costs

				- Retirement UAL						Non Discretionary		59,512,094

				- Council Appointees/Elected Officials						Fee/Revenue Supported		23,103,043

				- Fee/Revenue-Supported Costs						Discretionary		179,191,459

				- Cost Allocation Plan Reimbursement						Total Transfers		23,952,159

				- 50% of Utility Costs								285,758,755

				- Mandated Costs

				- Claims/Insurance Costs

				- Transfers
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copy red targets - equal

		

								Target Savings

				City Departments/Offices		Revised Total
(Discretionary)		20,000,000		25,000,000		30,000,000		INSERT TARGET AMOUNT IN HEADER

		All Others		Mayor and City Council		106,837		11,924		14,905		17,886

		All Others		City Attorney		1,257,195		140,319		175,398		210,478

		All Others		City Clerk		1,147,161		128,037		160,047		192,056				Equal Target				20,000,000		25,000,000		30,000,000		Check

		All Others		City Manager		2,622,532		292,707		365,884		439,061				Public Safety		164,245,840		0		13.95%		16.74%		18,331,882.67

		All Others		Community Development		2,923,457		326,294		407,868		489,441				All Others		14,945,619		0		13.95%		16.74%		1,668,117.33

		All Others		Finance		3,199,419		357,095		446,369		535,643						179,191,459		0		27.90%		33.48%		20,000,000.00

		Public Safety		Fire		41,074,634		4,584,441		5,730,551		6,876,662						- 0

		All Others		Human Resources		2,738,542		305,655		382,069		458,483

		All Others		Library		9,709,363		1,083,686		1,354,607		1,625,529				Public Safety at Half				20,000,000		25,000,000		30,000,000		Check

		All Others		Parks and Recreation		15,475,955		1,727,309		2,159,137		2,590,964				Public Safety		194,137,078		0		12.88%		15.45%		16,920,604.96

		Public Safety		Police		57,982,678		6,471,589		8,089,487		9,707,384				All Others		29,891,238		0		25.75%		30.91%		3,079,395.04

		All Others		Public Works		13,556,608		1,513,086		1,891,358		2,269,630						224,028,316								20,000,000.00

		All Others		Non-Departmental		12,451,459		1,389,738		1,737,173		2,084,607

				Total Departments		164,245,840		18,331,883		22,914,853		27,497,824

																		% of Total GF Savings		0		8.75%		10.50%

				Internal Services (GF portion)														285,758,755

		All Others		Fleet Operations		3,407,205		380,287		475,358		570,430

		All Others		Information Technology		9,401,589		1,049,334		1,311,668		1,574,002

		All Others		Vehicle Replacement		2,136,825		238,496		298,120		357,744

				Total Internal Services		14,945,619		1,668,117		2,085,147		2,502,176

				Total		179,191,459		20,000,000		25,000,000		30,000,000

				% Reduction (Discretionary Budget)				11.16%		13.95%		16.74%

				Non-Discretionary/Excluded Costs														Expenditure Controls		7,000,000

				- Retirement UAL						Non Discretionary		59,512,094						Revenue Measures or BSR		7,000,000

				- Council Appointees/Elected Officials						Fee/Revenue Supported		23,103,043						Labor/Furloughs		6,000,000

				- Fee/Revenue-Supported Costs						Discretionary		179,191,459						Expenditure Cuts		10,000,000

				- Cost Allocation Plan Reimbursement						Total Transfers		23,952,159

				- 50% of Utility Costs								285,758,755

				- Mandated Costs

				- Claims/Insurance Costs

				- Transfers
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								Target Savings

				City Departments/Offices		Revised Total
(Discretionary)		20,000,000		25,000,000		30,000,000		INSERT TARGET AMOUNT IN HEADER

		All Others		Mayor and City Council		106,837		11,924		14,905		17,886

		All Others		City Attorney		1,257,195		140,319		175,398		210,478

		All Others		City Clerk		1,147,161		128,037		160,047		192,056				Equal Target				20,000,000		25,000,000		30,000,000		Check

		All Others		City Manager		2,622,532		292,707		365,884		439,061				Public Safety		164,245,840		0		13.95%		16.74%		18,331,882.67

		All Others		Community Development		2,923,457		326,294		407,868		489,441				All Others		14,945,619		0		13.95%		16.74%		1,668,117.33

		All Others		Finance		3,199,419		357,095		446,369		535,643						179,191,459		0		27.90%		33.48%		20,000,000.00

		Public Safety		Fire		41,074,634		4,584,441		5,730,551		6,876,662						- 0

		All Others		Human Resources		2,738,542		305,655		382,069		458,483

		All Others		Library		9,709,363		1,083,686		1,354,607		1,625,529				Public Safety at Half				20,000,000		25,000,000		30,000,000		Check

		All Others		Parks and Recreation		15,475,955		1,727,309		2,159,137		2,590,964				Public Safety		194,137,078		0		12.88%		15.45%		16,920,604.96

		Public Safety		Police		57,982,678		6,471,589		8,089,487		9,707,384				All Others		29,891,238		0		25.75%		30.91%		3,079,395.04

		All Others		Public Works		13,556,608		1,513,086		1,891,358		2,269,630						224,028,316								20,000,000.00

		All Others		Non-Departmental		12,451,459		1,389,738		1,737,173		2,084,607

				Total Departments		164,245,840		18,331,883		22,914,853		27,497,824

																		% of Total GF Savings		0		8.75%		10.50%

				Internal Services (GF portion)														285,758,755

		All Others		Fleet Operations		3,407,205		380,287		475,358		570,430

		All Others		Information Technology		9,401,589		1,049,334		1,311,668		1,574,002

		All Others		Vehicle Replacement		2,136,825		238,496		298,120		357,744

				Total Internal Services		14,945,619		1,668,117		2,085,147		2,502,176

				Total		179,191,459		20,000,000		25,000,000		30,000,000

				% Reduction (Discretionary Budget)				11.16%		13.95%		16.74%

				Non-Discretionary/Excluded Costs														Expenditure Controls		7,000,000

				- Retirement UAL						Non Discretionary		59,512,094						Revenue Measures or BSR		7,000,000

				- Council Appointees/Elected Officials						Fee/Revenue Supported		23,103,043						Labor/Furloughs		6,000,000

				- Fee/Revenue-Supported Costs						Discretionary		179,191,459						Expenditure Cuts		10,000,000

				- Cost Allocation Plan Reimbursement						Total Transfers		23,952,159

				- 50% of Utility Costs								285,758,755

				- Mandated Costs

				- Claims/Insurance Costs

				- Transfers
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Summary

		

				City Departments/Offices		Total Budget		Non-Discretionary		Fee-Based Program		Revised Total				Discretionary		One-time/ Rebudget		Outside Group Funding/Events		ual		isf		Total Check

				Mayor and City Council		743,117		636,280				106,837				88,837		18,000				80,608		91,124.0		834,241

				City Attorney		2,379,057		1,121,862				1,257,195				1,257,195						315,497		287,068.0		2,666,125

				City Clerk		1,967,951		820,790				1,147,161				1,052,161		95,000				146,956		102,604.0		2,070,555

				City Manager		5,503,020		2,880,488				2,622,532				2,622,532						598,475		622,014.0		6,125,034

				Community Development		15,855,527		1,058,402		11,873,668		2,923,457				2,823,457				100,000		1,058,090		1,378,236.0		17,233,763

				Finance		15,787,104		12,587,685				3,199,419				3,169,419		30,000				1,673,510		1,669,316.0		17,456,420

				Fire		53,797,076		9,242,124		3,480,318		41,074,634				41,074,634		- 0		- 0		9,132,924		4,934,463.0		58,731,539

				Human Resources		4,084,045		1,345,503				2,738,542				2,638,542		100,000				411,276		393,888.0		4,477,933

				Library		10,858,215		1,148,852		- 0		9,709,363				9,619,363		40,000		50,000		991,917		1,047,633.0		11,905,848

				Parks and Recreation		20,798,346		2,477,458		2,844,933		15,475,955				15,157,455		2,000		316,500		1,532,274		2,029,328.0		22,831,119

				Police		69,597,577		11,614,899				57,982,678				57,982,678						11,074,258		8,435,495.0		78,033,072

				Public Works		21,479,578		3,018,846		4,904,124		13,556,608				13,294,608		262,000		- 0		2,058,762		1,459,588.8		23,930,096

				Non-Departmental		14,848,356		2,396,897				12,451,459				12,102,240				349,219		293,484		308,469.0		38,114,610

				Total Public Safety		123,394,653		20,857,023		3,480,318		99,057,313				99,057,313		- 0		- 0		29,368,031		22,759,226.8		284,410,355

				Total Non-Public Safety		114,304,316		29,493,063		19,622,725		65,188,528				63,825,809		547,000		815,719				(1,348,400.2)		(1,348,400)

																								IT

				Retirement-UAL																		29,368,031

				Public Safety- UAL		17,743,771		17,743,771

				Miscellaneous - UAL		11,624,260		11,624,260

				Total Retirement-UAL						- 0						- 0		- 0		- 0

				Internal Services (GF portion)		- 0

				Capital Project Management		- 0

				Fleet Operations		3,656,815		249,610				3,407,205				- 0

				Information Technology		9,770,057		368,468				9,401,589				- 0

				Special Liability Insurance		3,627,244		- 0				- 0				- 0

				Workers' Compensation		4,476,700		- 0				- 0				- 0

				Communication Equipment		439,986		- 0				- 0				- 0

				Vehicle Replacement		2,136,825		- 0				2,136,825				- 0

				Total Internal Services		24,107,627		- 0		- 0		- 0				- 0		- 0		- 0

						- 0

				Transfers To

				Certified Access Specialist (CASp) Certification and Training Fund		7,000				7,000		- 0

				Cemetery Fund		771,769		771,769				- 0

				Cemetery Capital Fund		300,000						300,000				300,000

				Convention Center Maintenance District Fund		835,358		835,358				- 0

				Downtown Parking Maintenance District Fund		155,571		155,571				- 0

				Fire Department Capital Fund		290,796						290,796				290,796

				General Government Capital Fund		3,185,402						3,185,402				3,185,402

				Library Department Capital Fund		8,699						8,699				8,699

				Parks and Recreation Capital Fund		1,106,880						1,106,880				1,106,880

				Parks and Recreation Operating Grant Trust Fund		3,445						3,445				3,445

				Public Buildings Capital Fund		1,737,751						1,737,751				1,737,751

				Public Facilities Financing Corporation Fund		2,500,344		2,500,344				- 0

				Storm Drain Capital Fund		4,489,447						4,489,447				4,489,447

				Streets and Highways Capital Fund		8,559,697						8,559,697				8,559,697

				Total Transfers To		23,952,159		4,263,042		7,000		19,682,117				19,682,117		- 0		- 0

				Total Proposed General Fund Budget		- 0		- 0		23,110,043		- 0				- 0		547,000		815,719		285,758,755		- 0		difference

				Non Discretionary		- 0

				Fee-Base Program		23,103,043

				Discretionary		- 0

				Total Transfers		23,952,159

						- 0
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    transfer from park's dept
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Comment:
    transfer from pw dept
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Comment:
    transfer from pw dept
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Comment:
    discretionary less transfer out
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Comment:
    sports equipment
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Comment:
    utilities
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    SCUSD footsteps 2 brilliance
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    increased book budget
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    summer internship program
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    VEBA audit and administration, labor negotation, required supervisor training
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    budget as-needed funding
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    PeopleSoft License
PERS-GASB reports
armored courier servvices
license & suppoert for Core payment system
credit card fees from HdL
Utility Bill prints, postage, mailing
property tax county admin fee
administrative hearing
city auditor position
mandated sb90 program costs
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    Utilities + closed captioning for commissioner meetings
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    As-needed help for implementation of laserfiche
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    City Clerk's Stipend
Election Costs
Electronic Filings: campaigns, lobbyists, form 700
Granicus-Agenda Management
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    City Attorney's cost
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    iPads
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    Mayor and City Council stipends
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    includes UAL
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    excludes transfers and ISF
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    took revenue amounts for fire operations permit, fire construction permits, CUPA fees, misc other revenue.
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    BIR analysis expense + planning and zoning fees



Non-Discretionary Breakout

				Non-Discretionary Less Fee Supported Costs

				Mayor and City Council

				Councilmember stipends		168,330

				UAL		80,608

				CAP		387,342

				Subtotal Mayor & City Council		636,280		- 0

				City Attorney

				City Attorney cost		429,402

				UAL		315,497

				CAP		376,964

				Subtotal City Attorney		1,121,862		- 0

				City Clerk

				Elected City Clerk		27,091

				Election Cost		350,000

				Electronic Filings: Campaigns, Lobbyists, Form 700		19,380

				Granicus - Agenda Management		- 0

				UAL		146,956

				CAP		277,363

				Subtotal City Clerk		820,790		(0)

				City Manager

				City Manager		428,849

				Mandated Program Cost - Property Tax		38,780

				UAL		598,475

				CAP		1,814,384

				Subtotal City Manager		2,880,488		- 0

				Community Development

				Utilities		312

				UAL		1,058,090

				Subtotal Community Development		1,058,402		- 0

				Finance

				City Auditor		308,978

				PeopleSoft License		- 0

				PERS-GASB Reports		- 0

				Armored courier services		- 0

				License & support for Core Payment System		- 0

				Credit Card Fees from HdL		- 0

				Utility Bill prints, postage, mailing		- 0

				Property Tax County Admin Fee		315,188

				Administrative hearing		- 0

				Mandated Program Cost SB90		9,180

				UAL		1,673,510

				CAP		10,280,829

				Subtotal Finance		12,587,685		(0)

				Fire

				Utilities Expense		109,200

				UAL		9,132,924

				Subtotal Fire		9,242,124		- 0

				Human Resources

				VEBA Audit		7,650

				VEBA Administration		- 0

				Labor Negotiations		- 0

				Required Drug & Alcohol courses for supervisors		- 0

				Harassment Training		- 0

				UAL		411,276

				CAP		926,577

				Subtotal Human Resources		1,345,503		- 0

				Library

				Utilities		156,935

				UAL		991,917

				Subtotal Library		1,148,852		- 0

				Parks and Recreation

				Utilities		945,184

				UAL		1,532,274

				Subtotal Parks and Recreation		2,477,458		- 0

				Police

				Police Chief		393,941

				UAL		11,074,258

				Utilities		146,700

				Subtotal Police		11,614,899		- 0

				Public Works

				Utilities		319,543

				Mandated Program Cost		39,500

				UAL		2,058,762

				CAP		601,041

				Subtotal Public Works		3,018,846		- 0

				Non-Departmental

				Costs covered by Enterprise Funds and Stadium Reimbursements		1,273,930

				Utilities		247,405

				CAP		582,078

				UAL		293,484

				Subtotal Non-Departmental		2,396,897		- 0

				Fleet Operations

				Utilities		9,101

				UAL		240,509

				Subtotal Fleet Operations		249,610		- 0

				Information Technology

				Utilities		179,843

				UAL		188,625

				Subtotal Information Technology		368,468		- 0

				Special Liability Insurance		3,627,244

				Claims Expenses		486,409

				Insurance Premiums		1,541,407

				Legal/HR Contractual Services		1,291,803

				Third Party Administrator		307,625

				Subtotal Special Liability		3,627,244		- 0

				Workers' Compensation		4,476,700

				Claims Expenses		3,144,200

				Insurance Premiums		798,502

				Third Party Administrator and Payment to California Department of Industrial Relations		533,998

				Subtotal Workers' Comp		4,476,700		- 0

				Communication Equipment		439,986

						59,512,094
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    confirm w/ tess if some amounts are already captured in CAP as a layered cost



Outside Agencies & Events

		

						Outside Group Funding/Events

				Community Development

				Project Sentinel - Rental Mediation Services		100,000

				Library

				SCUSD Footsteps 2 Brilliance		50,000

				Parks and Recreation

				Healthier Kids Foundation		70,000

				Santa Clara Ballet		10,000

				Santa Clara Chorale		5,000

				Santa Clara Players		5,850

				Santa Clara Swim Club		20,000

				SCUSD Closed School Site Maintenance		36,000

				SCUSD Extended Day Care/latch key Care		108,450

				July 4th		36,720

				SVBBQ		24,480

				Non-Departmental

				Championship Teams		36,000

				Miss Santa Clara		12,000

				Triton Museum		295,560

				Santa Clara Sister Cities		5,659

				Total Funding		815,719





Summary_v2

		FY 2020/21 PacMan Analysis Summary & Chart

		Non-Discretionary Costs

		Public Safety

		Fire		41,183,834						less UAL, ISF, Fee-Based Prog										column - non-discretionary		discretionary

		Police		58,523,319						less UAL, ISF								all departments

		Total Public Safety		99,707,153														non-departmental

																		subtotal

		Retirement - UAL

		Public Safety - UAL		17,743,771														set the target

		Miscellaneous - UAL		11,624,260						General Fund only								Internal Services

		Total UAL Costs		29,368,031														list out all internal services

		Fee-Based Programs																transfers

		Community Development		13,845,668														all other expenses

		Fire		3,480,318

		Parks and Recreation		7,733,082														list of outside departments to outside agencies

		Public Works		3,444,536

		Total Fee-Based Programs		28,503,603

		Departments						One-time/Rebudget

		Mayor and City Council		168,330				18,000		one-time proposal

		City Attorney		429,402

		City Clerk		396,471				95,000		one-time proposal

		City Manager		467,629

		Community Development		312

		Finance		633,346				30,000		one-time proposal

		Human Resources		7,650				100,000		one-time proposal

		Library		156,935				40,000		one-time proposal

		Parks and Recreation		945,184				2,000		one-time proposal

		Public Works		359,043				262,000		one-time proposal

		Non-Departmental		- 0

		Total Departments		3,564,301

		Internal Services flow-thru to General Fund

		Capital Project Management		- 0

		Fleet Operations		249,610

		Information Technology		368,468

		Special Liability Insurance		- 0

		Workers' Compensation		- 0

		Unemployment		- 0

		Communication Equipment		- 0

		Vehicle Replacement		- 0

		Total Internal Service Funds		- 0

		Total Other Non-Discretionary		- 0				547,000		one-time proposals/transfers

		Total General Fund Proposed Budget		285,758,755

		Public Safety		99,707,153		34.89%

		Non-Discretionary		- 0		0.00%

		Discretionary		- 0		0.00%

				23,952,159

				- 0
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Comment:
    95K for as-needed to help w/ laserfiche implementation
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Comment:
    100K Summer Internship Program
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Comment:
    30K As-needed in budget
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Comment:
    Transfer out to BIR ($1,771,000) and Technology Reserve ($201,000)
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    GF's portion of non-discretionary
Reply:
    1. why are you trying to allocate the non-discretionary expense of F053 to the GF?
2. your denominator should be the total revenue of F053 because this amount is part of F053's revenue. however, I found out a discrepancy between my upload and the total in 001-87640. pls. see email. meantime, please use the formula 36,84,903/5,129,221.
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    claims, insurance premiums, and third party admin contractual services.
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    claims expenses, insurance premiums, third party administrator contractual services, payment to california department of industrial relations.
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    Reed & Grant Sports Park - sports equipment
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10-Year General Fund Forecast 
Development and Assumptions
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Major assumptions:
• Post COVID-19 continued economic 

recovery with longer-term impacts to 
Transient Occupancy Tax

• Current CalPERS direction/ 
methodology for payments

• Revenue and expenditure review
• Adjustments for latest salaries and 

benefits costs

Forecast does not include:
• Additional contributions to 

reserves (Council Policy for BSR, 
Pension) 

• One-time funding sources
• One-time expenditures
• The cost to address unmet/ 

deferred infrastructure needs
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10-Year General Fund Forecast 
Known Risks
• More significant impact from COVID-19 / vaccine roll out timing
• Prolonged economic slowdown/recession
• Property Tax – re-assessment of non-residential properties
• State/federal legislative changes and legal challenges
• Labor costs outside the budget assumptions
• Impacts of updated Cost Allocation Plan and Fee Study
• CalPERS actuarial changes or reform actions
• Capital/infrastructure - unanticipated critical maintenance needs
• Maintenance impacts and timing of development projects 



General Fund Forecast - April 2020 
Net Operating Margin
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Four years of 
deficits total 
over $34 M

• April Forecast was based on 
very early understanding of 
COVID-19 assuming we would 
open up in summer 2020

• Revision in September 
increased the projected deficit 
to $40 M over three years

• With Phase I solutions, we 
would have a $28 M ongoing 
deficit to solve 
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		FY 2024/25 Forecast		FY 2024/25 Forecast

		FY 2025/26 Forecast		FY 2025/26 Forecast
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Data

				FY 2020/21 Forecast		FY 2021/22 Forecast		FY 2022/23 Forecast		FY 2023/24 Forecast		FY 2024/25 Forecast		FY 2025/26 Forecast		FY 2026/27 Forecast		FY 2027/28 Forecast		FY 2028/29 Forecast		FY 2029/30 Forecast		FY 2030/31 Forecast

		Operating Margin (Old)		(3,525,450)		(6,640,653)		(3,751,064)		(1,780,017)		(2,261,350)		(3,011,872)		(2,756,190)		828,896		(2,471,571)		(2,850,900)

		Salaries		(323,153)		1,206,944		30,933		32,015		33,136		34,296		35,496		36,768		38,024		39,355

		PERS		7,789,137		2,127,852		1,318,520		1,197,738		1,427,906		2,267,344		864,764		(158,797)		1,037,022		1,088,001

		Other Benefits (Health)		894,632		184,804		63,854		67,654		71,680		75,947		80,468		85,260		90,337		95,718

		Interfund Svcs (Insurances/WC)		(1,124,184)		(10,353)		(9,916)		(9,441)		(83,928)		(10,624)		(10,094)		(9,522)		(8,904)		(8,239)

		Taxes		(901,906)		(4,937,281)		(2,536,697)		(867,714)		(215,131)		362,082		820,901		843,918		866,959		889,979

		Interest and Rent		2,297,695		722,325		1,118,896		429,342		420,154		435,895		452,291		469,375		487,182		505,737

		Building Reserve/Cost Recovery				3,137,555		566,466		256,585		191,783		100,785		238,596		(133,122)		174,413		179,385

		Related Property Lease Revenue				750,000		1,522,500		68,175		70,220		978,196		601,672		119,723		530,588		889,232

		Other Changes		(720,896)		295,268		477,913		(223,091)		190,480		(255,647)		338,060		271,370		(170,307)		669,833

		Total Change		7,911,325		3,477,114		2,552,469		951,263		2,106,300		3,988,274		3,422,154		1,524,973		3,045,314		4,349,001		- 0

		Operating Margin (New)		(4,836,690)		(2,982,003)		(4,930,091)		(569,238)		66,076		2,288,263		2,713,966		2,234,578		1,389,719		2,885,362		3,514,577

		April 2020 Additional		(17,900,000)		(2,900,000)





Net Operating Margin Old

		





Net Operating Margin Old

		FY 2020/21 Forecast
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Bar Comparison
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		FY 2023/24 Forecast		FY 2023/24 Forecast
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		FY 2027/28 Forecast		FY 2027/28 Forecast

		FY 2028/29 Forecast		FY 2028/29 Forecast

		FY 2029/30 Forecast		FY 2029/30 Forecast



Operating Margin (Old)

Operating Margin (New)

General Fund Net Operating Margin
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Net Operating Margin New

		FY 2020/21 Forecast

		FY 2021/22 Forecast
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		FY 2024/25 Forecast
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		FY 2028/29 Forecast
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General Fund Net Operating Margin (New)
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General Fund Forecast – January 2021
Net Operating Margin
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Significant 
Shortfall in 
Year 1 of 
Forecast

• We experienced a deep 
recession and assumes we 
recover upon roll out of 
the vaccine

• Does not assume budget 
reductions expected to be 
brought forward in FY 
2020/21

• With potential FY 2020/21 
reductions, $30 M ongoing 
deficit to solve 
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Data

				FY 2021/22 Forecast		FY 2022/23 Forecast		FY 2023/24 Forecast		FY 2024/25 Forecast		FY 2025/26 Forecast		FY 2026/27 Forecast		FY 2027/28 Forecast		FY 2028/29 Forecast		FY 2029/30 Forecast		FY 2030/31 Forecast		FY 2031/32 Forecast

		Operating Margin		(41,890,837)		5,567,160		3,389,211		1,611,158		2,348,476		2,463,184		1,949,584		1,730,555		2,683,745		2,232,190		2,443,398

		Salaries

		PERS

		Other Benefits (Health)

		Interfund Svcs (Insurances/WC)

		Taxes

		Interest and Rent

		Building Reserve/Cost Recovery

		Related Property Lease Revenue

		Other Changes

		Total Change																						- 0

		Operating Margin (New)		(41,676,148)		5,494,670		2,499,811		1,499,919		2,264,827		2,381,847		2,453,619		1,652,140		2,603,483		2,259,017		2,461,391
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Bar Comparison
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Line Comparison
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General Fund Forecast Comparison
FY 2022-2032 General Fund Ten-Year Forecast

Net Operating Margin - Ongoing Surplus/(Deficit) 
($ in millions)

2021/22 2022/23 2023/24 2024/25 2025/26 2026/27 2027/28 2028/29 2029/30 2030/31 2031/32

JANUARY 2021 FORECAST
($41.7 m) $5.5 m $3.3 m $1.6 m $2.3 m $2.5 m $2.0 m $1.7 m $2.7 m $2.2 m $2.4 m

APRIL 2020 FORECAST

($28.6 m)* ($4.9 m) ($0.6 m) $0.1 m $2.3 m $2.7 m $2.2 m $1.4 m $2.9 m $3.5 m N/A

CHANGE FROM PRIOR FORECAST

($13.1 m) $10.4 m $3.9 m $1.5 m $0.0 m ($0.2 m) ($0.2 m) $0.3 m ($0.2 m) ($1.3 m) N/A

* Includes the $22.7 M shortfall from FY 2020/21 and the $5.9 M shortfall from FY 2021/22

24



25

Major Changes from Prior Forecast
Revenues - Down $10.0 M in 2021/22 (Approx. 4% of revenue budget)

• Drops in Transient Occupancy Tax ($6.8 M), Interest Income ($2.7 M) in 2021/22; Charges for 
Services - Stadium reimbursements, fees for services ($2.6 M); Rents - Related lease payments 
extended timeline ($2.4 M)

• Sales Tax up $4.5 M in 2021/22 (previously assumed slowdown)
Expenditures - Up $3.1 M in 2021/22 (Approx. 1% of expenditure budget)

• Salaries and Benefits down $0.5 M 
• Salaries down $3.4 M in 2021/22 (savings generated in Units 5-7-8, 6 and 9)
• Retirement costs up $0.9 M in 2021/22
• Fire overtime up $2.1 M with cost escalation

• Non-Personnel Costs up $1.1 M
• Other Operating Costs up $2.5 M in 2021/22

• Interfund Services up $0.7 M (Unemployment, Special Liability)
• Development Reserves up $1.8 M in FY 2021/22 (offset by revenues)

25
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$136.4 M or 
57% of 

General Fund 
Revenue

10-Year General Fund Forecast 
2021/22 General Fund Revenues = $239.6 M


Chart1

		Property Tax

		Sales Tax

		Transient Occupancy Tax

		Charges for Services

		Contribution In-Lieu

		Other Revenue



Column1

[], $[] M, []

[], $[] M, []

[], $[] M, []

[], $[] M, []

[], $[] M, []

[], $[] M, []

69.2

58.2

9

45.7

23.7

33.8



Sheet1

				Column1

		Property Tax		69.2

		Sales Tax		58.2

		Transient Occupancy Tax		9

		Charges for Services		45.7

		Contribution In-Lieu		23.7

		Other Revenue		33.8
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10-Year General Fund Forecast 
Transient Occupancy Tax (TOT) 

• 3rd largest General Fund 
revenue source

• COVID-19 Significantly Impacted 
TOT receipts

• Occupancy and room rates 
plummeted in 2020; slow return 
assumed

• Rate increase approved in 
November 2020 up to 4 
percentage points (assume 2% 
increase from 9.5% to 11.5%)

• No additional hotels assumed
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Pre-COVID Forecast
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		FY 2026/27 Forecast		FY 2026/27 Forecast		FY 2026/27 Forecast
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Sheet1

				2022-32 Forecast		Series 2		Pre-COVID Forecast

		FY 2009/10 Actual		8,106,319		0		8,106,319

		FY 2010/11 Actual		9,805,926		0		9,805,926

		FY 2011/12 Actual		11,483,363		0		11,483,363

		FY 2012/13 Actual		13,046,576		0		13,046,576

		FY 2013/14 Actual		15,042,438		0		15,042,438

		FY 2014/15 Actual		17,843,363		0		17,843,363

		FY 2015/16 Actual		20,034,096		0		20,034,096

		FY 2016/17 Actual		20,069,227		0		20,069,227

		FY 2017/18 Actual		21,419,237		0		21,419,237

		FY 2018/19 Actual		22,491,711		0		22,491,711

		FY 2019/20 Actual		15,993,791		0		23,500,000

		FY 2020/21 Estimate		3,600,000		0		24,440,000						1.2105263158

		FY 2021/22 Forecast		9,000,000		0		28,093,780

		FY 2022/23 Forecast		12,600,000		0		27,262,263

		FY 2023/24 Forecast		16,380,000		0		28,352,947

		FY 2024/25 Forecast		19,656,000		0		29,487,211

		FY 2025/26 Forecast		21,622,000		0		30,666,263

		FY 2026/27 Forecast		22,703,000		0		31,892,526

		FY 2027/28 Forecast		23,611,000		0		33,168,421

		FY 2028/29 Forecast		24,555,000		0		34,495,158

		FY 2029/30 Forecast		25,537,000		0		35,875,158

		FY 2030/31 Forecast		26,558,000		0		37,309,632

		FY 2031/32 Forecast		27,620,000		0		38,802,017
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10-Year General Fund Forecast 
Sales Tax

*FY 2016/17 includes one-time $7.0 million true-up payment due to the 
unwinding of the State’s Triple Flip.

• 2nd largest General Fund 
revenue source

• COVID-19 Impacted 
Collections in FY 2019/20 
and 2020/21

• Business to Business sales 
make up over 40%  of the 
City’s Sales Tax 

• Economically sensitive 
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Sheet1

				Series 1		Series 2		Series 3

		FY 2009/10 Actual		30,102,296

		FY 2010/11 Actual		35,567,422

		FY 2011/12 Actual		40,322,018

		FY 2012/13 Actual		44,351,020

		FY 2013/14 Actual		46,408,534

		FY 2014/15 Actual		49,933,156

		FY 2015/16 Actual		50,254,965

		FY 2016/17 Actual*		62,528,632

		FY 2017/18 Actual		55,881,565

		FY 2018/19 Actual		58,507,498

		FY 2019/20 Actual		55,269,669		2.4		2

		FY 2020/21 Estimate		53,500,000		4.4		2

		FY 2021/22 Forecast		58,183,000		1.8		3

		FY 2022/23 Forecast		60,959,000		2.8		5

		FY 2023/24 Forecast		63,204,000

		FY 2024/25 Forecast		65,327,000

		FY 2025/26 Forecast		67,376,000

		FY 2026/27 Forecast		69,351,000

		FY 2027/28 Forecast		71,088,475

		FY 2028/29 Forecast		72,869,787

		FY 2029/30 Forecast		74,696,007

		FY 2030/31 Forecast		76,568,232

		FY 2031/32 Forecast		78,486,588
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10-Year General Fund Forecast 
Sales Tax

• The City of Santa Clara 
receives $1 of every $9 of 
sales tax collected

• Most of sales tax revenues 
support the State and 
County Transportation

29

Sales Tax Based on $100 Purchase

Statewide Sales Tax,  
$6.00 

County 
Transportation/VTA, 

including Measure B and 
BART,  $1.87

Santa Clara County –
General Purpose,  $0.13 

City of Santa Clara,  
$1.00
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10-Year General Fund Forecast 
Sales Tax

30

• Sales Tax by Sector 
shows the steepest 
declines in General 
Retail and Food 
Products (including 
restaurants) due to 
COVID-19

• Stronger Business to 
Business performance 
helps offset the large 
declines in other areas



31

10-Year General Fund Forecast 
Sales Tax

• Annual Per Capita 
Sales Tax down in 
the most recent 
quarter

• Business to Business 
is the backbone of 
the City’s sales tax

31
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10-Year General Fund Forecast 
Property Tax

• Largest General Fund 
revenue source

• Secured valuation growth 
ranging from 5.0% - 5.5% 
over the forecast period

• Assumes approximately 
$750 M - $1.0 billion 
annual development 
growth valuation in out 
years

*FY 2013/14 includes one-time $6.1 million due to Redevelopment Agency 
dissolution

32


Chart1

		FY 2009/10 Actual

		FY 2010/11 Actual

		FY 2011/12 Actual

		FY 2012/13 Actual

		FY 2013/14 Actual*

		FY 2014/15 Actual

		FY 2015/16 Actual

		FY 2016/17 Actual

		FY 2017/18 Actual

		FY 2018/19 Actual

		FY 2019/20 Actual

		FY 2020/21 Estimate

		FY 2021/22 Forecast

		FY 2022/23 Forecast

		FY 2023/24 Forecast

		FY 2024/25 Forecast

		FY 2025/26 Forecast

		FY 2026/27 Forecast

		FY 2027/28 Forecast

		FY 2028/29 Forecast

		FY 2029/30 Forecast

		FY 2030/31 Forecast

		FY 2031/32 Forecast



Series 1

29432789

27945683

28347475

31747458

39135395

35765570

45621226

50920368

55008929

58414949

65498024

64446000

69184000

72429000

75891000

79878000

84081000

88512000

93183000

98108000

103301000

108776000

114548000



Sheet1

				Series 1		Series 2		Series 3

		FY 2009/10 Actual		29,432,789

		FY 2010/11 Actual		27,945,683

		FY 2011/12 Actual		28,347,475

		FY 2012/13 Actual		31,747,458

		FY 2013/14 Actual*		39,135,395

		FY 2014/15 Actual		35,765,570

		FY 2015/16 Actual		45,621,226

		FY 2016/17 Actual		50,920,368

		FY 2017/18 Actual		55,008,929

		FY 2018/19 Actual		58,414,949

		FY 2019/20 Actual		65,498,024		2.4		2

		FY 2020/21 Estimate		64,446,000		4.4		2

		FY 2021/22 Forecast		69,184,000		1.8		3

		FY 2022/23 Forecast		72,429,000		2.8		5

		FY 2023/24 Forecast		75,891,000

		FY 2024/25 Forecast		79,878,000

		FY 2025/26 Forecast		84,081,000

		FY 2026/27 Forecast		88,512,000

		FY 2027/28 Forecast		93,183,000

		FY 2028/29 Forecast		98,108,000

		FY 2029/30 Forecast		103,301,000

		FY 2030/31 Forecast		108,776,000

		FY 2031/32 Forecast		114,548,000
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10-Year General Fund Forecast 
Property Tax

• The City of Santa Clara 
receives $10.19 of every 
$100 collected in property 
tax

• Most of property tax 
revenues support schools 
and the County

33

Property Tax Distribution Per $100 Collected
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Sheet1

				Sales		Column1

		Santa Clara Unified School District		$38.36

		County of Santa Clara		$18.71

		County Office of Education		$3.97

		City of Santa Clara		$10.19

		West Valley College		$11.09

		Other Special Districts		$2.51		$97.49

		ERAF (Other School Districts)		$15.17
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10-Year General Fund Forecast 
Property Tax

• City of Santa 
Clara’s mix of 
residential and 
non-residential 
property 
assessed values
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$213.8 M or 
76% of General 

Fund 
Expenditures

10-Year General Fund Forecast 
2021/22 General Fund Expenditures by Type
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				Column1

		Salaries		137.2

		Benefits		76.6

		Non-Personnel/Other		67.5







• Managing three impacted categories: 
retirees, classic members, and new 
employees (under PEPRA)

• From FY 2021/22 to 2031/32 General Fund 
projected to increase $28.2 M (from $54.3 
M to $82.5 M) 

• Current Unfunded Actuarial Liability (UAL) 
(all funds) of $602 M1

─ 66% of Miscellaneous and 72% of Safety 
Accrued Liability is due to retirees

• Payments part of CalPERS reform efforts; 
Actuary projects rates to peak at end of 
forecast period, followed by declines

• Labor agreements can impact UAL

36

1 Combined Safety and Miscellaneous Unfunded Accrued Liability, as of June 30, 2019 CalPERS valuation report

10-Year General Fund Forecast 
Rising Pension Costs

36


Chart1

		FY 2021/22 Forecast		FY 2021/22 Forecast

		FY 2022/23 Forecast		FY 2022/23 Forecast

		FY 2023/24 Forecast		FY 2023/24 Forecast

		FY 2024/25 Forecast		FY 2024/25 Forecast

		FY 2025/26 Forecast		FY 2025/26 Forecast

		FY 2026/27 Forecast		FY 2026/27 Forecast

		FY 2027/28 Forecast		FY 2027/28 Forecast

		FY 2028/29 Forecast		FY 2028/29 Forecast

		FY 2029/30 Forecast		FY 2029/30 Forecast

		FY 2030/31 Forecast		FY 2030/31 Forecast

		FY 2031/32 Forecast		FY 2031/32 Forecast



Miscellaneous

Safety

General Fund PERS Costs

20430727

33848663

21708125

36353602

22917942

38268445

24310530

40616080

25436385

42670925

24294295

44700664

25141303

46342203

25914495

47774362

27055521

49743280

28402749

51683397

29254831

53233899



Sheet1

				Miscellaneous		Safety

		FY 2021/22 Forecast		20,430,727		33,848,663

		FY 2022/23 Forecast		21,708,125		36,353,602

		FY 2023/24 Forecast		22,917,942		38,268,445

		FY 2024/25 Forecast		24,310,530		40,616,080

		FY 2025/26 Forecast		25,436,385		42,670,925

		FY 2026/27 Forecast		24,294,295		44,700,664

		FY 2027/28 Forecast		25,141,303		46,342,203

		FY 2028/29 Forecast		25,914,495		47,774,362

		FY 2029/30 Forecast		27,055,521		49,743,280

		FY 2030/31 Forecast		28,402,749		51,683,397

		FY 2031/32 Forecast		29,254,831		53,233,899







Close to $1 billion of identified capital needs not in Forecast:
• Parks Assessment (December 2017-Kitchell Report) identified $100 M of parks grounds 

and building needs ($156 M w/ escalation) 
• 2015 Storm Drain Master Plan identified $343 M in projects (2018 dollars), including 

almost $68 M in high priority projects 
• Transportation infrastructure (e.g., traffic signal infrastructure replacement ($50 M), 

uncontrolled crosswalks ($50 M), Bicycle Plan ($40 M), Creek Trail Master Plan ($50 M), 
pavement ($9 M annually beyond CIP)

• Public Buildings (New City Hall ($236 M – $300 M), existing City Hall ($39 M); fire 
stations, historic buildings, corporation yard, ADA plan)

• Expand capacity (e.g., library)
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Unfunded Infrastructure Needs 
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Budget Balancing
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Budget Balancing
Cost Control Measures Already Implemented

• Hiring freeze, with limited exceptions
• Stricter expenditure controls
• Decreased temporary staffing (by over 500 staff or 55%)
• Limited travel
• Limited training
• Reduced expenditures for IT
• Reduced expenditures for vehicle and fleet purchases
• Evaluating current contracts and other non-personnel expenditures
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Potential Budget Balancing Strategy

• Combination of strategies to balance FY 2021/22 and FY 2022/23 
General Fund budget ($41.7 M shortfall) (see scenario slide)

– Ongoing expenditure reductions of approximately $24 M
– Revenue-generating actions (TBD)
– Potential labor negotiations (TBD)

• Use of Budget Stabilization Reserve and Other Reserves ($30 M)

• Future ballot measures (Business Tax, Utility Tax, Transfer Tax)
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Potential Budget Balancing Strategy
Reductions Implemented in Local Jurisdictions
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Potential Budget Balancing Scenario

42

FY 21/22 FY 22/23 FY 23/24 FY 24/25 FY 25/26
Forecast (Shortfall)/Surplus ($41.7 M) $5.5 M $3.3 M $1.6 M $2.3 M

Carried Over Deficit – 1x Solutions ($17.6 M) (12.1 M)
February 2021 Reductions (Phase 1) $12.3 M
May 1 Proposed Budget (Phase 2) $11.8 M
Revenue Solutions TBD
Potential Labor (Sworn 2 Yr @ 0% = $5 M) TBD
Remaining Shortfall ($17.6 M) ($12.1 M) ($8.8 M)
Use of Budget Stabilization Reserve $14.0 M
Land Sale Reserve $3.6 M $12.1 M

Remaining Budget (Shortfall)/Surplus $0 M $0 M ($8.8 M) $1.6 M $2.3 M



• Eliminate vacancies (some services have already been absorbed) ($7.7 million)
– 43.5 net position reduction

• Reduce budget for Boards & Commissions
• Continue strong fiscal management controls/non-personnel reductions ($5.7 

million)
– Hiring freeze (reflects some further service impacts)
– Limited overtime (OT MUST BE PRE-APPROVED AND DEEMED FOR ESSENTIAL SERVICES)

– Restricted conference, travel and training (NO DISCRETIONARY TRAVEL/TRAINING)

– Lower supplies, materials and maintenance
– Reduced contractual services and requesting discounts when contracts are up for 

renewal
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Potential Budget Balancing Strategy
February 2021 Potential Reduction Proposals
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Potential Budget Balancing Strategy
February 2021 Potential Position Reductions

Department
Net Position 

Change
City Attorney’s Office (1.0)
City Clerk’s Office (1.0)
City Manager’s Office/Non-Departmental (4.0)
Community Development (1.75)
Finance (1.0)
Fire (12.75)
Parks and Recreation (4.0)
Police (15.0)
Public Works (3.0)
Total Adjustments (43.5)

Net reduction of 
43.5 positions 
saving $7.7 
million ongoing

No Layoffs

4 employees 
reallocated to 
different functions 
or departments
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Potential Budget Balancing Strategy
Select Department Proposals (Phase 1)
Fire Department

• Alternate paramedic response, 
suspend two Supplemental 
Ambulances 

• Reduce minimum staffing overtime 

Police Department

• Reduce Administrative Services 
personnel in Training, Professional 
Standards, Records, and Task Force 
Unit

• Reduce Field Training Officer 
Program/Community Service Officers 

• Suspend Special Operations Drone 
Program

45



46

Potential Budget Balancing Strategy
Select Department Proposals (Phase 1)
Parks and Recreation Department

• Restructure City-wide special event 
programming and returns events to 
levels previously experienced 

• Reduce Parks Division grounds 
maintenance resources at parks 

• Consolidate Recreation Teen Center 
administrative staffing 

• Remove Healthier Kids Foundation and 
Latchkey Programs per Council action

Library Department

• Eliminate funding for the unsustainable 
pay-per-use digital collection 
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Potential Budget Balancing Strategy
Select Department Proposals (Phase 1)

Public Works Department

• Reduce fleet operations, vehicle 
replacement, and implements just in 
time inventory 

• Capital Projects Design Division 
staffing reduction 

• Traffic Division staffing reduction 

• Closure of fountains at City Hall and 
Franklin Square

Community Development Department

• Reduce Planning Division plan review 
and administration staffing
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Potential Budget Balancing Strategy
Select Department Proposals (Phase 1)

City Manager’s Office/Non-Dept. 

• Eliminate one Assistant City 
Manager,  Deputy City Manager

• Eliminate Risk Management Office 
Specialist

• Eliminate contingency funds for the 
City Manager’s Office and the City 
Council 

Assistant City Clerk 
• Eliminate one Deputy City Clerk 

position (former Public Records 
Manager position)
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Potential Budget Balancing Strategy
Select Department Proposals (Phase 1)

Mayor and City Council

• Decrease funding for as-needed staff

City Attorney’s Office

• Eliminate Legal Office Specialist II

City Auditor’s Office 

• Assume continued vacancy and related 
savings for the City Auditor in FY 
2020/21  

• Relies on Audit Manager to manage 
current audit workplan during 
transition to a new City Auditor
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Potential Budget Balancing Strategy
Next Round of Expenditure Reductions (Phase 2)

• Public Safety – impacts to non-sworn and sworn personnel in areas such as 
police administration and field operations, fire special units and fire engine 
brownouts 

• Parks and Library – ongoing changes to service delivery and hours of 
operation of community facilities, impacts to services provided by other 
agencies and funding for community groups, potential change in mix of 
classes that improve cost recovery

• Community Development – impacts to non cost-recovery activities, such as 
planning and code enforcement

50



51

Potential Budget Balancing Strategy
Next Round of Expenditure Reductions (Phase 2)

• Public Works – maintenance of city infrastructure (buildings, vehicles, etc.) 
and capital project oversight

• Strategic Support– reductions to services that support city operations, 
including Human Resources, Finance, and Information Technology which 
would impact timeliness of services and process improvements

• City Management and Oversight– potential reductions that impact support 
to the Council and departments 

• Council Appointees – impacts to offices that are appointed directly by the 
City Council and support all city operations
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Budget Balancing 
Select General Fund Reserves

Reserve Type
2020/21 Current 

Balance
General Fund Budget Stabilization (BSR) $57.7 M
General Fund Capital Projects $5.4 M
Land Sale Reserve $23.7 M
Pension Trust (General Fund) $21.6 M
*Includes Sewer, Solid Waste, Water, and Water Recycling
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Revenue Opportunities / 
Long Term Sustainability
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Budget Balancing
Revenue Opportunities
• City generates General Fund revenues through a variety of sources:

– Taxes (e.g., property tax, sales tax, transient occupancy tax – needs implementation)
– Permits and fees for services (e.g., development fees, recreation fees)
– Rents (e.g., Related property, right-of-way)
– Other sources (fines, interest earning, other agencies, miscellaneous)

• Governed by State law and Council policies on cost recovery
• Tax measures require voter approval (majority approval for general tax and two-

thirds supermajority for special tax/parcel tax/G.O. bonds)
• City has lower taxes and fees than many neighboring jurisdictions; the larger 

subsidies and foregone tax revenue impact ability to support services
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Budget Balancing
Revenue Opportunities
• One component of the budget balancing 

strategy
• Revenue opportunities are needed to:

– Continue to deliver key city services
– Preserve quality of day-to-day life and ensure 

safety for our community in times of emergency
– Reduce expenditure reductions necessary

– Address critical infrastructure backlog



Potential New Revenue Sources
• Federal stimulus funding
• Improve municipal fee cost recovery 
• Utility User Tax
• Business License
• Documentary Transfer Tax 
• New or modernization of impact fees 
• Parcel Tax and/or General Obligation Bond (Capital Infrastructure)
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Budget Balancing
Potential New Revenue Sources



Stimulus Funding update
• Approximately $350 billion 

allocated to State and Local 
Government

• Lobbyist estimate of $2 - $10 
million to Santa Clara

• Still under development
– Timing and restrictions are 

still unknown

Budget Balancing
Potential New Revenue Sources
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Budget Balancing
Potential New Revenue Sources

Municipal Fees
• Fees and Charges approved each year to recover the costs of services 

provided

• Fee study underway to update fees

• Many City fees are below cost recovery

• Policy decision – what level of subsidy for senior, youth, planning, etc.
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Budget Balancing
Potential New Revenue Sources

• General Fund Fees 
Under Cost Recovery by 
approx. $16 M

• Local parks fees are 
typically 20%-40% cost 
recovery (An increase 
from 17% to 25% in our 
cost recovery would 
generate $1.2 M 
annually)

• Continued phase in of 
Fire CUPA fees and other 
Finance improvements 
would generate approx. 
$0.9 M annually

General Fund  Fees - Cost Recovery After 2019 Fee Study

Department  Revenue at 
Current Fee  Total Annual Cost Annual Surplus / 

(Deficit)
Cost Recovery 

%
Non-Development
City Clerk $33,920 $33,920 $0 100%
Finance $2,317,244 $2,624,117 ($306,873) 88%
Fire - CUPA $1,103,535 $1,676,096 ($572,560) 66%
Fire - Occupancy Inspections $1,355,924 $1,356,695 ($770) 100%
Housing & Community $37,844 $37,844 ($0) 100%
Library $113,837 $330,892 ($217,056) 34%
Police $45,615 $61,278 ($15,663) 74%
Recreation $2,550,324 $15,053,849 ($12,503,525) 17%
Total Non-Development $7,558,243 $21,174,691 ($13,616,447) 36%
Development Related* 
Planning $1,629,303 $3,038,661 ($1,409,358) 54%
Fire $4,570,618 $4,809,986 ($239,368) 95%
Streets $301,602 $729,461 ($427,859) 41%
Engineering $3,302,530 $3,319,262 ($16,732) 99%
Total Development Related $9,804,052 $11,897,370 ($2,093,317) 82%
TOTAL $17,362,296 $33,072,060 ($15,709,765) 52%
*  Excludes Building Fees that are cost recovery



Tax Measures
• Require Voter Approval
• Significant stakeholder 

engagement is required, and 
takes time, for initiatives to be 
successful

• November 2022 potential ballot 
date
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Budget Balancing
Potential New Revenue Sources

Voter Approval Required
General Tax: Majority
Special Tax: 2/3 supermajority
Parcel Tax: 2/3 supermajority
G.O. Bond: 2/3 supermajority (Bill to

reduce to 55%)



November 2020 California 
Ballot Measures by Type
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Budget Balancing
Potential New Revenue Sources
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Budget Balancing
Potential New Revenue Sources

Utility Users Tax (UUT)
• Common tax imposed by a City on the consumption of utility services
• The rate and use is determined by the City
• Tax is levied on the utility customer
• The City does not currently have a UUT
• Voter approval required
• UUT rates vary in the area 

– The most common rate is 5%
– The rates in Santa Clara County range from 2% to 5%

• Potential estimated revenue of $4 M - $6 M (Water, Gas, Telephone)
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Budget Balancing
Potential New Revenue Sources
Utility Users Tax - Several local Cities charge some form of UUT:
City Rate Categories FY 21 Budget
Cupertino 2.4% Gas/Electric/Telecom $3.2 M
Gilroy 4.5%-5.0% Gas/Electric/Telecom/Steam/Cable $4.6 M
Los Altos 2.5%-3.5% Gas/Electric/Telecom/Water/Cable $2.9 M
Mountain View 3.0% Gas/Electric/Telecom $7.7 M
Palo Alto 4.75% - 5.0% Gas/Electric/Water/Telecom $15.1 M
San Jose 4.5% - 5.0% Gas/Electric/Water/Telecom $95.8 M
Sunnyvale 2.0% Gas/Electric/Telecom $8.3 M
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Budget Balancing
Potential New Revenue Sources

Business Tax

• Santa Clara Business Tax last updated in 1992

• Business Tax ranges from $15 to $500 per company 

• No cost escalator 

• Current annual revenue of approx. $0.9 M annually

• Potential increases of $1 M - $3 M depending on the rate structure
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Budget Balancing
Potential New Revenue Sources

Business Tax Comparison
City Annual Rate FY 21 

Budget
Cupertino $155 - $306 plus per unit costs in limited cases $0.6 M
Gilroy $70 - $2,000 $0.7 M
Los Altos $75 - $335 plus addtl. amt. per employee/unit; $3,000 max. $0.5 M
Mountain View $75 - $584K + $150/employee (tiered by no. employees) $4.4 M
San Jose $204 - $164K (tiered by no. employees/units) $25.7 M
Santa Clara $15 - $500 (tiered by no. employees/units) $0.9 M
Sunnyvale $40 - $13K (tiered by no. employees/units) $1.9 M
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Budget Balancing
Potential New Revenue Sources
Documentary Transfer Tax
• Documentary Transfer Tax is a tax imposed on the transfer of the title of real 

property from one person (or entity) to another within the jurisdiction
• Based on the property’s sale price
• Current County Transfer Tax is $1.10 for each $1,000 sale amount

– City receives $0.55 and the County receives the remaining $0.55
– Increase in this tax would go to the City but the entire $1.10 would stay with the 

County
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Budget Balancing
Potential New Revenue Sources

Documentary Transfer Tax
• Current revenue of approximately $1.4 million
• Increase in the tax of $1.10 (for a total tax of $2.20 for each $1,000) would 

generate an additional $1.4 million; for a $1.5 million property sale, the tax 
would increase from $1,650 to $3,300

• Increase of $3.30 (for a total tax of $4.40 for each $1,000) would generate $7 
million annually; for a $1.5 million property sale, the tax would increase from 
$1,650 to $6,600

• This would further impact the cost of purchasing property within the City
• Stakeholder engagement is required for this initiative to be successful
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Budget Balancing
Potential New Revenue Sources
Documentary Transfer Tax Comparison for Santa Clara County Charter Cities*

City City Rate FY 21 Budget
Gilroy $0.55 per $1,000 (base set for all counties) $0.3 M
Mountain View $3.30 per $1,000 $4.0 M
Palo Alto $3.30 per $1,000 $4.7 M
San Jose – Conveyance Tax $3.30 per $1,000 $30.0 M
San Jose – Transfer Tax $7.50 - $15.00 per $1,000 (tiered - over $2 M) $30.0 M

Santa Clara $0.55 per $1,000 (base set for all counties) $1.2 M
Sunnyvale $0.55 per $1,000 (base set for all counties) $1.8 M

* Only Charter Cities may impose a transfer tax above the amount set by State
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Long-Term Sustainability 
Potential New Revenue Sources
Impact Fees Study Background
• 2020 Consultant study – fee comparison and feasibility analysis

• Compared Santa Clara’s impact fees with those of four peer jurisdictions

• Existing fees cover parks, public works, transportation and affordable housing

• Consider new fees including public protection, libraries, and general government

• Does not address current deficit, but addresses new outstanding needs in the 
future

• Was put on hold due to COVID-19, including evaluation of a Public Art Impact Fee



Impact Fees
• Single-Family 

Development Fee 
Comparison

• Existing and potentially 
new impact fees are 
below similar fees in 
neighboring jurisdictions 
surveyed
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Long-Term Sustainability 
Potential New Revenue Sources



Impact Fees
• Multi-Family 

Development Fee 
Comparison

• Existing and potentially 
new impact fees are 
below similar fees in 
three of the four 
neighboring jurisdictions 
surveyed
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Long-Term Sustainability 
Potential New Revenue Sources



Impact Fees
• Office/Flex/R&D Fee 

Comparison

• Existing and potentially 
new impact fees are in 
the mid range of similar 
fees in neighboring 
jurisdictions surveyed
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Long-Term Sustainability 
Potential New Revenue Sources



Impact Fees
• Retail/Service/ 

Commercial Fee 
Comparison

• Existing and potentially 
new impact fees are 
below similar fees in 
neighboring jurisdictions 
surveyed
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Long-Term Sustainability 
Potential New Revenue Sources



Potential Measures to Address Capital Infrastructure Needs
• General Obligation Bond
• Infrastructure Parcel Tax
• Both require voter approval
• Help ensures the long-term health of the City

Long-Term Sustainability 
Potential New Revenue Sources
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General Obligation (GO) Bond Key Features:
• Used for long-term capital project financing

• Requires two-thirds supermajority vote

• One-time revenue, up front

• Secured by levying ad valorem property taxes in addition 
to the 1% general ad valorem property tax

Long-Term Sustainability 
Potential New Revenue Sources

Swim Center Boiler

Fire Training Tower
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GO Bonds are based on assessed values – four options below assume 30-year 
amortization

Cost to property 
owner

Bond 
Issuance 
Amount

Interest 
(5%) Total Debt

Secured & 
Unsecured -                  
Rate / $ 1 M

Estimated 
Annual Debt 

Service Payment
Option 1 $ 100 M $ 95.2 M $ 195.2 M 142$                 $ 6.6 M

Option 2 $ 200 M $ 190.3 M $ 390.3 M 283$                 $ 13.1 M

Option 3 $ 300 M $ 285.5 M $ 585.5 M 424$                 $ 19.6 M

Option 4 $ 400 M $ 380.6 M $ 780.6 M 565$                 $ 26.1 M

Long-Term Sustainability 
Potential New Revenue Sources
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Recent General Obligation Bond Measures Approved
City/County Approved Amount Purpose
San Francisco November 2020 $487.5 M Housing, Homeless

Alameda County Fire November 2020 $90 M Fire/EMS

San Francisco November 2019 $600 M Affordable Housing 

San Jose November 2018 $650 M Public safety, infrastructure, and roads 

San Francisco November 2018 $425 M Earthquake/flooding facilities and infrastructure

Berkeley November 2018 $135 M Affordable housing 

Campbell November 2018 $50 M Police Emergency Operations Center and library facility  

Foster City June 2018 $90 M Levee improvements for flooding

Emeryville June 2018 $50 M Affordable housing 

Santal Clara County November 2016 $950 M Affordable housing

*  Does not include school district measures

Long-Term Sustainability 
Potential New Revenue Sources
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Infrastructure Parcel Tax Key Features:
• Could be used for infrastructure, operations and programs

• Requires two-thirds supermajority vote

• Levied on property owner’s property tax bill – as a fixed amount or 
based on square footage (land or building)

• Ongoing or fixed term

Long-Term Sustainability 
Potential New Revenue Sources
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Cost to property 
owner based on 
parcel, land size 
or building size

Option 1:  
median $135
(5,850 sq. ft)

Option 1:  
median $89
(1,465 sq. ft)

Parcel Tax 
Revenue Fixed Rate

Rate Based on 
Land Size (per 

1,000 sq. ft)

Rate Based on 
Building Size (per 

1,000 sq. ft)
Option 1 $ 6.5 M $225 $23 $61 

Option 2 $ 13.0 M $450 $46 $122 

Option 3 $ 19.5 M $675 $70 $183 

Option 4 $ 26.0 M $900 $93 $245 

Long-Term Sustainability 
Potential New Revenue Sources

Parcel taxes – four options below based on revenue generation goal and 
basis for assessment
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• There is flexibility in structuring parcel tax measures
• Consider complexity and equity issues
• East Palo Alto measure (approved Nov. 2018):

Shall the measure to impose a parcel tax on commercial office space over 
25,000 square feet at an annual rate of $2.50 per square foot, estimated to 
annually raise $1,675,000, for affordable and supportive housing programs; 
programs that facilitate access to job opportunities in the S.T.E.M. sectors, 
building trades and strengthen First Source Hiring; and for City to administer 
the ordinance and provide annual reports, which shall continue until repealed 
by the voters, be adopted

Long-Term Sustainability 
Potential New Revenue Sources
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Agency Year Approved Amount Purpose
Santa Clara Open Space Authority November 2020 $24 / parcel Preserve open space

Santa Clara Valley Water District November 2020 $0.006 per sq. ft. Clean water & flood protection

La Selva Beach Park District November 2018 $50 / parcel Recreational facilities

East Bay Regional Park District November 2018 $12 / single family parcel Parks facilities and trails 

East Palo Alto November 2018 $2.50 / commercial sq. ft. Affordable housing/other services

Oakland June 2018 $75 / single family parcel Library services

Union City November 2016 $123 / residential parcel Public safety

Boulder Creek Fire Protection District November 2016 $35 / parcel Fire protection and emergency medical services

Long-Term Sustainability 
Potential New Revenue Sources
Recent Parcel Tax Measures Approved

81



GO Bond vs. Parcel Tax
Things to consider:
• Types of Projects – What projects to include?
• Equity/Fairness – Who pays?
• Timing of Revenue – Upfront or ongoing?
• Use of Funds – Capital only or Capital/Operating?
• Bond Potential – Direct bond or Special Tax Ordinance?
• Complexity of tax - likeliness of passage based on how voters understand the tax 

being considered

Long-Term Sustainability 
Potential New Revenue Sources
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FY 2021/22 and FY 2022/23 Potential General Fund Sources
• Federal stimulus funding (TBD - $2 M - $10 M one-time)
• Improve municipal fee cost recovery  ($1 M - $3 M ongoing)
Future Potential General Fund Revenue Sources
• Utility User Tax ($4 M - $6 M)
• Business License ($1 M - $3 M) 
• Documentary Transfer Tax ($1.4 M - $7 M) 
Future Long-Term Sustainability Revenue Measures
• Impact fees (Residential: $4k-$5k/unit; Non-Residential: $1K-$3K per 1,000 sq. ft) 
• Parcel Tax and/or General Obligation Bond (wide range of options; $6.5 M - $26 M 

ongoing or $100 M - $400 M one-time)

Budget Balancing
Summary of Potential New Revenue Sources

83



84
84

Budget Principles
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Budget Principles

• Provide framework and 
approach for 
developing the City’s 
budget

• Budget Principles 
approved by Council 
each year



Updates for the FY 2021/22 and FY 2022/23 Operating Budget
#3 Modify principle to recognize that the budget with be balanced with ongoing 

solutions to the extent possible
#4 Added principle to address the budget shortfall with a combination of ongoing 

and one-time solutions to balance the competing goals of aligning ongoing 
revenues and expenditures and minimizing the service delivery impacts to the 
community

#5 Added principle to continue cost control measures until General Fund revenues 
and expenditures are in balance

#6 Modified principle that would maintain the BSR at a minimum of 15% of 
expenditures if an exception to the Council Policy for the BSR is considered
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Budget Principles
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Next Steps / Policy Discussion
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Next Steps
FY 2020/21 and 2021/22 Budget Calendar 

Date City/Stadium Authority Budget Schedule
February 1-2, 2021 Council Priority Setting Retreat / Adoption of Budget Principles
March 2, 2021 Study Session on Stadium Authority Budget
March 16, 2021 Approval of Stadium Authority Budget
TBD Study Session on Municipal Fee Schedule
April 27, 2021 Public Hearing and Adoption of Proposed Municipal Fee Schedule

April 30, 2021 Release Proposed Biennial Operating Budget and Summary of Capital Improvement 
Program Changes

May 25, 2021 Study Session to review Biennial Operating Budget and CIP changes
June 8, 2021 Study Session to review Biennial Operating Budget and CIP changes

June 22, 2021 Public Hearing/Adoption of Biennial Operating Budget and CIP changes



• Budget Balancing: use of reserves and ongoing solutions; input on Feb 2021 
and May 1 budget == this is the policy decision
─ Specific input on 2 Year Budget balancing Scenario using $30 M reserves 

and $24 M ongoing
─ Consider exception to BSR policy – potential reduction to 15%

• TOT increase timing and amount (up to 4% approved in Nov 2020)
• Revenue strategy for November 2022 or other ballot
• Cost Recovery of Service Fees / Subsidy Level
• Impact Fee Strategy (Public Art, Public Protection, Governmental)
• Unmet Capital Infrastructure
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Moving Forward
City Council Policy Discussion 
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Fiscal Outlook

10-Year General 
Fund Forecast

Kenn Lee, Finance Director
February 2021
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Transforming Resources
Deanna Santana, City Manager



92

Lines of Business

City of Santa 
Clara

Silicon Valley 
Power

Stadium 
Authority

Convention 
Center

Approximately $3.5 billion of assets and $1.3 billion of operational budget
*Co-owner with City of San Jose

Council Appointees have defined roles in each of these efforts and 
support the Council/Board with policy-making.

Regional Wastewater 
Facility*
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Full Time Equivalents Per Capita (updated 12/2/20)

*San Jose and Cupertino are outliers
http://www.dof.ca.gov/Forecasting/Demographics/Estimates/E-1/

**does not include Sworn Safety, Electric Utilities

Cities nearly half our size have more staff per capita. 
Comparable city is are far less complex with almost 100 more staff.

City Population
Total 
FTE

Utility
Utility % 
of Total 
FTE

SWORN
SWORN 
% of total 
FTE

TOTAL 
FTE** 

Other % of 
Total FTE

Other FTE 
Per 
Capita

Milpitas 77,961 439.25 156 35.52% 283.25 64.48% 0.003633
Mt. View 82,272 661.25 175 26.47% 486.25 73.53% 0.005910
Palo Alto 69,226 1034.85 111.34 10.76% 186 17.97% 737.51 71.27% 0.010654
Santa Clara 129,104 1155.25 198.00 17.14% 308 26.66% 649.25 56.20% 0.005029
Sunnyvale 156,503 935.95 201 21.48% 734.95 78.52% 0.004696

Cupertino * 59,549 203.75 203.75 100.00% 0.003422
San Jose* 1,049,187 6592 1864 28.28% 4728 71.72% 0.004506

http://www.dof.ca.gov/Forecasting/Demographics/Estimates/E-1/

Data

				City		Population		Total 
FTE		Utility		Utility % of Total FTE		SWORN		SWORN % of total FTE		TOTAL FTE** 		Other % of Total FTE		Other FTE Per Capita

				Milpitas		77,961		439.25						156		35.52%		283.25		64.48%		0.003633

				Mt. View		82,272		661.25						175		26.47%		486.25		73.53%		0.005910

				Palo Alto		69,226		1034.85		111.34		10.76%		186		17.97%		737.51		71.27%		0.010654

				Santa Clara		129,104		1155.25		198.00		17.14%		308		26.66%		649.25		56.20%		0.005029

				Sunnyvale		156,503		935.95						201		21.48%		734.95		78.52%		0.004696



				Cupertino *		59,549		203.75										203.75		100.00%		0.003422

				San Jose*		1,049,187		6592						1864		28.28%		4728		71.72%		0.004506

				*San Jose and Cupertino are outliers 





Santa Clara

		https://www.santaclaraca.gov/our-city/about-santa-clara/demographics





Palo Alto

				https://www.cityofpaloalto.org/civicax/filebank/documents/78472





Sunnyvale

				https://sunnyvale.ca.gov/civicax/filebank/blobdload.aspx?t=68955.23&BlobID=27352



https://sunnyvale.ca.gov/civicax/filebank/blobdload.aspx?t=68955.23&BlobID=27352
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General Fund Personnel Costs Comparison*
City Total 

Personnel 
Costs

Total General 
Fund Budget

Personnel Costs 
as % of GF  
(avg 70%)

Santa Clara $204,576,598 $285,968,205 71.5%

San Jose $901,317,256 $1,286,656,707 70.1%

Palo Alto $124,541,000 $196,973,000 63.2%

Sunnyvale** $137,511,929 $201,696,039 68.2%

Mountain View $114,297,000 $148,021,000 77.2%

• Adopted Budgets include 
transfers and capital 
expenditures that differ 
by jurisdiction

• Further comparative 
analysis required to 
compare budgeting of 
similar costs by 
jurisdiction to ensure 
apples to apples 
comparison (e.g. 
treatment of retirement 
costs and comparison of 
GF services)

*FY 2020/21 Adopted Budget figures
**Sunnyvale Public Safety model reflects combined Police and Fire response
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Staffing Reductions and Vacancy Rate

55% As-needed 
reduction

• 512 less as-needed 
employees (512k hours 
of lost productivity)

• 63.25 more vacant 
positions—50% increase 
(132k hours lost of 
productivity)

• 842,624 less 
productivity hours to 
deliver COVID-19 related 
programs and regular 
operations

50% Vacancy Rate increase
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Full Time Equivalent (FTE) Capacity

Individual FTE Capacity Hours
80 hrs./pay period with 26 pay periods/year 2,080
13 holiday closure days (104)
10 vacation days (80)
5 sick days (40)
4 days personal leave (32)
4 furlough days (32)

Average productivity hours/year 1,792
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Organizational Capacity—approx. 30% loss
Pre-COVID-19 Staff Capacity Hours

1,151.5 FTEs x 1,792 hrs. 2,063,488
920 as-needed x 1,000 hrs. 920,000
Total full capacity productivity hours 2,983,488

Post-COVID-19 Staff Capacity Hours
967 FTEs x 1,792 hrs. 1,732,864
408 as-needed x 1,000 hrs. 408,000
Total current productivity hours 2,140,864
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Organizational Capacity
• Loss of approximately 30% of productivity hours results in 

reduced service levels
• Naturally, some tasks will not get done and new tasks are 

more difficult to absorb
• Loss of 56% as-needed staff hours results in less flexibility 

to schedule work and absorb off-business hour work
• Capacity is finite, resource allocation requires intentionality 

and must be evaluated against other priorities and “urgent” 
and “important” tasks
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2020 Impact of COVID-19 on Resources/Staffing
• Costs to salaries and insurance due to COVID-19 are over 

$3.9 million, including EFMLA, Paid Sick Leave, 
unemployment insurance

• Total no. of employees – 967* 
• Total no. of employees working hybrid – 284 (28.2% of 

workforce)**
• Total citywide vacancy rate – 16.4%

*As of 1/8/2021
**Information from Oct. 2020
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Staffing Response to COVID-19
• Employees not immune to COVID-19. Productivity loss from exposure, 

COVID-19, and quarantine/isolating.
• Activation of Disaster Service Workers in support of the following areas, as 

well as new programming needs:
• Youth Service Meal Program (Mar.-

Aug. 2020)
• Senior Meal Program (Mar.-present)
• COVID-19 Testing Site (ongoing)
• Library Curbside Pickup (ongoing)
• Salvation Army Food Distribution 

(Nov. 2020-present)

• Small Business Assistance Grant 
program 

• Emergency Rental Assistance 
• Outdoor Dining Permit
• Mayor@Noon COVID-19 Awareness 

Program
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Staffing Response to COVID-19
• Develop policies, programs and procedures to comply with Federal, 

State and local Orders
• Disaster Service Worker Policy
• Remote Workplace Policy
• Temporary Administrative Leave Policy

• Family First Coronavirus Response Act
• Emergency Family Medical Leave
• Emergency Paid Sick Leave
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Staffing Response to COVID-19
• Implementation of Safety Protocol Measures

• Responding, tracking and monitoring potential COVID-19 exposures
• Social Distancing and Safety Protocols
• Mandatory citywide COVID-19 Training
• Cloth face coverings provided to all employees
• Conversion of paper forms to electronic forms to minimize paper 

contact
• Zoom and Microsoft Teams used to hold meetings
• Individual hand sanitizer bottles provided to each employee
• Self-screening and wellness checks prior to entering the workplace
• Safety Officers identified for each department to assist with compliance 

and assist with communication
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Redistribution of Staff due to COVID-19
• Small Business Assistance Grant 

Program
• Relaunched Help Your Neighbor 

Program
• Emergency Rental Assistance 
• Eviction Moratorium
• Increased use of video and digital 

communications (Emergency 
Operations updates, Mayor@Noon)

• Expansion of Senior Nutrition 
Program to include curbside pickup 
and home delivery

• Six-month Youth Meal Program 
with school district to provide 
weekend meals for students

• Partnership with Salvation Army for 
Food for Families distribution

• Major deployment of IT to respond 
quickly to remote and virtual 
services and support needs to keep 
operations sustained
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Ongoing Considerations
• Continued observance of COVID-19 State and County 

restrictions and compliance 
• COVID-19 vaccine implementation coordination and 

support
• Staff capacity during COVID-19 (surge capacity) and during 

recovery, including impact of multiple months of working a 
surge capacity level: physical and mental impacts
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Public Presentations
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Lunch



Governance
In Transition

107



Past Governance Structure (FY 2017-2018)
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Mayor & City Council
(elected citywide)

City Organization
(operates citywide)

Governance 
(implemented citywide)

Citywide Governance Structure:
• City Charter/Ordinances/Policies
• Organizational Systems
• Governance has not been managed

Mayor and Council 
have own:
• Election realities
• Assumptions
• Perceptions
• Interests

Unknowns
• Current CVRA status
• Community input
• Resource and fiscal 

capacity to react and 
implement new 
governance system 
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Mayor
(elected citywide)

Governance
(implemented citywide)

City Organization
(operates citywide)

1

4
5

6

Council
(citywide & district)2 3

Citywide Governance Structure:
• City Charter/Ordinances/Policies
• Organizational Systems
• Governance needs to be intentional

Elected by 
District

Mayor and Council 
have own:
• Election realities
• Assumptions
• Perceptions
• Interests

Unknowns
• Current CVRA status
• Community input
• Resource and fiscal 

capacity to react and 
implement new 
governance system 

Past Governance Structure (FY 2018-2019)
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Mayor 
(elected citywide)

City Organization
(citywide with possible Council District interests)

Governance
(a mix of citywide & 

district implementation)

1
2

3 4
5

6

Council 
(elected by district)

Citywide Governance Structure:
• City Charter/Ordinances/Policies
• Organizational Systems
• Governance needs to be intentional
• Prolonged Emergency Proclamation 

Unknowns
• Final CVRA outcome
• Resource and fiscal 

capacity to react and 
implement new 
governance system

• Duration of converging 
multiple crisis and 
COVID-19 induced 
impacts

• Federal, State and Local 
mandates

• Resources to support 
full-service levels

Current 
Governance 
Structure 
(FY 2020-2021)

“Effective 
governance is 
the foundation 
of our ability to 
manage change.”
- Deanna J. Santana
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Evolving Governance Structure
• Governance is the process of decision-making and the process by 

which decisions are implemented (or not implemented).
• It assures that: 

– Predictability for community to know how to engage with government 
and process to respond

– Corruption is minimized
– The views of the underrepresented are considered
– The voices of the most vulnerable in society are heard in decision-

making
– People know how to participate

• It is also responsive to the present and future needs of society.
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Evolving Governance Structure

TRANSPARENT

RESPONSIVE

ACCOUNTABLE

EQUITABLE AND 
INCLUSIVE

FOLLOWS THE 
RULE OF LAW

EFFECTIVE AND 
EFFICIENT

PARTICIPATRY

CONSENSUS 
ORIENTED
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Ongoing State of Emergency

• March 11, 2020 – State of Emergency proclaimed by 
Director of Emergency Services, Deanna J. Santana, for 
COVID-19

• March 17, 2020 – Emergency ratified by City Council
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Governance During Emergency Proclamation
1. Prolonged Emergency Proclamation and long-term impacts of 

COVID-19
2. Adhere to local, state and federal guidelines and labor laws; 

directives change frequently and our need to implement 
quickly

3. Disaster Service Worker activation/organizational capacity
4. Local economic impacts 
5. Budget impacts (loss of 512 part-time staff, hiring freeze, 

General Fund Budget deficit)
6. Distribution of vaccination and regional assistance
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Role of City Manager, Director of 
Emergency Services
• City Code Chapter 2.140
• Overall leadership and regional collaboration
• Planning
• Training
• Policy Direction
• Proclamation of Emergency



116

Role of City Council and Communications

• Elected Officials’ Guide to Emergency Management
• Preparedness
• Response, Ratify Proclamations
• Recovery
• Communications

• Share City messaging to ensure that any new 
information is confirmed by the City

• Follow Council Liaison structure when 
approached by media  



Governing Body: 
Communication, 
Expectations and 
Governance

117



118

Governance Principles
Principles Notes
1. We all care about and will 

govern for the entire Santa Clara 
community.

• Desire to avoid fragmented/disconnected council in other 
large cities with large districts

• Districts – voting system vs. governance system
• Link district-specific issues to citywide policy 

initiatives/goals
• Development proposals create pressure on district-specific 

Councilmembers

2. We will follow our Santa Clara 
ethical values.

Referred review of Santa Clara Code of Ethics & Values to 
Governance and Ethics Council Committee* for discussion. 
Committee continued it as part of the Boards and 
Commissions Policy update.

3. We will follow our Council-
Manager form of government.

• This provides a service-oriented focus
• Procedures will be discussed
• Adhere to role alignment: policy vs operations

From Sept. 2019 Governance Session *Continued at their Oct. 2019 meeting
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How We Work Together

• What is important to you as a Councilmember as you 
work with your Council colleagues?

• What’s important to you as you work with the City 
Manager, City Attorney, staff and the public? 

• How do COVID-19 and the Emergency Proclamation 
impact Council’s ability to work together and with staff 
productively?
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Council Expectations* 
Council Expects/Needs from one another in order to be successful:
1. Respect each other’s opinion and do not speculate on the motives of others. 

Disagree with respect and don’t put down others based on your more extensive 
knowledge of a subject.

2. Do not pigeon hole others or expect another person’s vote. Respect the 
unexpected vote or position.

3. Strive to have a good understanding of the other person’s view before critiquing it.
4. Don’t speak ill of your colleagues. Be cautious about criticizing other 

councilmembers behind their back.
5. Convey to others, whenever possible, when there is no compromise for you on an 

issue. There is no need to prolong an issue in hopes of changing another’s 
committed views.

*From the Mayor/Council and Executive Expectations provided by Dr. John Nalbandian
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Council Expectations* 
Council Expects/Needs from one another in order to be successful:
6. We are elected at large; we each represent the entire city and should make our 

decisions based on what we believe is good for the city as a whole.
7. Respect each other, staff, the public, and the process, especially in a public 

setting.
8. Don’t interrupt.
9. After an issue is settled, don’t continue to bring it up.
10. If a vote doesn’t go your way, try to find ways to support some aspect of the 

issue

*From the Mayor/Council and Executive Expectations provided by Dr. John Nalbandian
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Governance Norms

• Is there value in creating a set of norms and principles 
for Council? 

• What is the process for achieving this outcome?



Public Presentations
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Summary and Questions
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