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November 14, 2014 

  
 
 
Dear Mayor and City Councilmembers: 
 
 Even though the City of Elmira has become proficient about doing more with less, due to 
increased financial constraints, the City must do even more with even less.  Therefore, the City 
must reinvent itself in order to continue to provide the essential services.   
  
 The 2015 year budget has proven to be one of the most challenging budgets in recent 
years.  The City’s revenue is dwindling and mandates continue to increase; therefore, cuts in 
expenditures must occur.  The majority of the City’s revenue is generated from sales tax, 
property tax, and state aide.  The sales tax will be significantly reduced in 2015 due to the sales 
tax restructuring agreement implemented by the County.  The anticipated decrease is predicted to 
be approximately $650,000.  The City’s portion of the County wide sales tax will continue to 
decrease through 2018 according to the new formula established by the County.  The state aide 
continues to remain stagnant and property taxes must not be the answer.  The City has very little 
control over other significant financial restraints which include 38% of the properties within the 
City being exempt from property tax, increases in health care costs, increases in union 
contractual benefits, lack of state aide, and pension costs, to name a few.  In spite of these 
financial difficulties the City must continue to provide police and fire protection, road 
maintenance services, code enforcement, sanitation service, parks and building maintenance, 
lighting, animal control, and a number of other essential services.   
 
 Therefore in order to continue to provide these services, in this budget the City must 
provide for a reduction in staff  and further sharing of services to maintain a recommended tax 
increase of 4.0%.  This tax rate equates to an increase of $40.00 on an average assessment of 
$50,000.  
  
 

FINANCIAL HURDLES 
 
 In 2015 the proposed budget for State aid is projected to be  $4,578, 801.00.  State Aid 
can be directly related to property tax relief.  The state and municipal partnerships enhance the 
financial stability.  At times when state aid increases, relief is provided to municipalities 



allowing them to rely less on property taxes.  However, the state is not offering this type of 
assistance.   
 
    Cities are unique to other municipal forms of government due to the services they 
provide.   74% of the budget is related to personnel costs.  The vast majority of these positions 
are represented by unions.  Therefore making substantial changes to benefits protected by 
collective bargaining agreements is quite difficult due to current state laws when the City does 
not have the financial means to offer incentives for change.  This year the medical claims 
increased dramatically and the cost of salaries and benefits increased.  Therefore, additional 
reductions in expenditures needed to be made which relates to a reduction in positions and 
further shared agreements.   
 
 

DEPARTMENTAL RESTRUCTURING 
 

This proposed budget anticipates the reorganization of many of the City Departments to 
produce further efficiencies and savings.  As part of this restructuring a reduction in staff is 
required and additional shared services are necessary.  The reduction will consist of a number of 
vacancy controls, which are positions that will remain vacant through attrition in 2015.  The 
other reductions will be in the form of eliminating a small number of positions in administrative 
services.   
 
 The Department of Public Works maintains approximately 41 employees combined in the 
streets department, the buildings and grounds department, and the sanitation department.  The 
cost of the personnel related to street maintenance is approximately $2 million dollars.  To 
further reduce operating costs and produce efficiencies, the City has negotiated with the County 
the opportunity to transfer to the County over a period of time the total costs related to personnel 
for street services.  The employees who perform this street service would be transferred to the 
County and the City will continue to pay a reduced portion of the costs related to personnel.  The 
street services will continue to be performed for the residents.  This transfer of employees will 
substantially assist the City financially because the County will allow a portion of the costs to be 
increasingly offset each year until the total paid by the City for the personnel is zero.    
 
 The City will continue to set priorities and goals for the street maintenance and the City 
will still provide street funding for continued maintenance.  An agreement will account for 
checks and balances and these County employees will work closely with the City officials to 
address the City’s needs and concerns. Without this shared service agreement, similar savings 
would need to be generated from additional personnel reductions and  a higher tax rate for 2015.   
Even though this consolidation will provide some financial relief, the City must continue to 
search for further savings and efficiencies within the next year.     
 
  Another area that the City is pursuing to produce savings is in the newly implemented 
recycling program.  The City’s sanitation department began a new recycling program at the end 
of 2014.  New and improved recycling bins were distributed to residents who participate in the 
City’s sanitation services.  Furthermore, the sanitation ordinance was updated to promote these 
efforts including the new requirement of  “clear” bags for garbage.  As a result of these efforts 



the amount of garbage being dumped into the landfill is decreasing and the recycling 
participation is increasing.  Not only do these efforts benefit the environment and the 
community, it also reduces the City’s costs for tipping fees at the landfill.  Further improvements 
will continue to be pursued in 2015.   
 
 With additional restructuring in 2015, the police department will operate with some 
vacancy controls resulting from retirements.  However, the Police Department will still provide 
its full range of services.  The services provided outside of the normal police duties are the 
SWAT Team, Crisis Negotiation, Drug Enforcement Unit, Detective Bureau, Traffic Bureau, 
special details which are for Hawthorne Court, Heritage Park, Housing Authority, and DWI 
Enforcement, and the operation of a Police Academy.  The Police Department also provides 
oversight for Parking Enforcement and Crossing Guards. To offset some of the costs, the City 
has entered into agreements to receive funding for police services with All County (for Hathorne 
Park patrol),  Heritage Park patrol, Housing Authority patrol, DWI enforcement, and Medicaid 
Fraud Prevention.   
 
 Animal Control is also under the leadership of the Police Department.  The services 
provided by the Animal Control Unit include Animal Control Enforcement and the operation of 
the Animal Shelter.  During 2014 Animal Control Enforcement began offering its services 
throughout the County.  The Animal Control Department provides enforcement of humane laws 
for each municipality in the County and a majority of the municipalities entered into agreements 
with the City to provide animal control enforcement for local and state laws.  This service is 
anticipated to continue to expand.   
 
 The Fire Department also is reorganizing its minimum staffing to provide for further 
efficiencies to save additional overtime in 2015.  The Fire Department will continue to provide 
the professional level of firefighting services and  First Responder EMS services.  This 
department is also designated as the County’s HAZMAT team and receives reimbursement for 
this service.  The Fire Department is responsible for commercial and multiple residential 
inspections.  The City currently has an agreement with the West Hill Fire District to provide first 
response services to a portion of this District.    
 
 Additional restructuring will be pursued to further share services to produce efficiencies 
in various administrative services including the Personnel Department, Code Department, 
Clerk’s Office, and the Chamberlain’s Office. If the City does not enter into a shared service 
agreement with the County for street services and does not follow through with additional shared 
services and other restructuring, the solution will need to involve a higher tax rate and further 
staff reductions.   
   
 

REVENUE SOURCES 
 
 The City continues to receive state aide.  However, this year it is anticipated to be the 
same as 2012 in the amount of $4,578,801.00.  The current aid is $248,000 less than it was in 
2008. 
 



An additional revenue source is sales tax.  As previously stated, the projected budget for 
2015 provides for a loss of approximately $650,000.  This decline will continue each year until 
in the year 2018, the sales tax loss will be $2,000,000.     
 
 Real Property Tax with a 4% rate increase will provide for approximately 36% of the 
projected 2015 budget revenue which equates to $12,060,868.00.   
 
 In addition to the shared service agreements explained above, the City has additional 
agreements to provide further savings and efficiencies.  The agreements with the County include 
information technology services, youth bureau services, street and traffic lighting, civil service, 
and purchasing.  In addition the City provides street lighting services to Town of Southport and 
the Sanitation department services to the Village of Elmira Heights.    
 

For 2015 the City is requesting assistance from the New York State Financial 
Restructuring Board.  The Financial Restructuring Board is chaired by the State Budget Director 
and includes the State Comptroller, the Attorney General, the Secretary of State, and six other 
members appointed by the Governor. The Board will analyze the finances and operations to 
provide recommendations and potentially provide funding to implement recommendations for 
further efficiencies and savings.   
 

 
2015 CAPITAL BUDGET 

 
 The proposed 2015 Capital Budget totals $5,745,680 with $1,619,750 being state, 
federal, or other allocations and $4,125,930 from serial bonds.   
 

CAPITAL SPENDING BY MAJOR FUNCTIONAL AREAS 
 
PARKS:      $      65,000 
GOLF COURSE    $    210,000 
TRANSPORTATION:   $ 2,048,250 ($ 1,270,000 for Road Program) 
PUBLIC BUILDINGS:   $      60,000 
EMERGENCY SERVICES:   $    147,000 
FLEET:       $ 1,006,990 
MANAGEMENT SERVICES $     168,440 
OTHER:     $  2,040,000 
 
TOTAL      $ 5,745,680 
 
 Other significant capital projects include:  

• Golf Course Upgrades for cart paths and pump station upgrade 

• Fire Dept. Ladder Truck Replacement  

• Update Comprehensive Master Plan 

• Funds for Lake Street Bridge Demolition if alternative funding 
unavailable to repurpose  .  

 



 
ADDITIONAL GOALS 

 
Even though the City is taking a number of steps to offset the financial shortfalls, much 

more needs to be done in 2015 to prepare for 2016.  As previously mentioned, a majority of the 
personnel costs are tied to union contracts.  Therefore, the unions must also be part of the 
solution.  The City management will continue to meet with the unions to search for additional 
savings in their benefit structure, health care costs, and operations.  Furthermore, the City will be 
pursuing additional shared service agreements with the County and the neighboring 
municipalities to decrease operating costs.  The City was part of a shared services study in 2014 
and the recommendations from this study will also be pursued.  The City also applied for state 
funding in order to update the City’s Master Plan and to analyze the City’s parking structure to 
further enhance development within the City.  In addition the City will be pursuing the funding 
and development options with STEG and the County for the redevelopment of West Water 
Street. 
 

CONCLUSION 
 

  The environment within which the City operates today has changed dramatically.  The 
goal for the City of Elmira is not to only survive, but to thrive.  Therefore, the City can no longer 
be an island and operate alone.  Reorganization must occur and the City of Elmira must 
collaborate and create partnerships to become revitalized. 
 
  

 

                                        
  
 

 


