
April 18, 2023

FISCAL YEAR 2024
BUDGET WORKSHOP



Budget Team  
Brad Raulston, Roberto Yano, Molly Brennan

Janel Pehau, Paul Valadez, Sheila Pangco

Department Heads
Carlos Aguirre, Shelley Chapel, Sergio Mora,

Joyce Ryan, Barry Schultz, Jose Tellez, Armando Vergara
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× Introduction and Overview

× City Priorities ïGoal Setting Results

× Revisit 5 Year Forecast

× Fiscal Year 2023-2024 Preliminary Budget (July 2023-June 2024)

× Enhancement Decision Items

× Capital Improvement Program (CIP) 

× Enhancement Decision Items

× Revisit 5 Year Forecast

× Closing Comments, Next Steps, and Request for Direction

× Public Comment

× City Council Comments and Direction

Workshop Outline
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Process and Schedule
ÅJanuary - City Council interviews on Individual Goals & Expectations

ÅFeb 1-3 - New Mayor & Councilmembers Academy by CA League of Cities

ÅFeb 21 - Regular Meeting - Goal Setting and Budgeting Kick-Off

ÅMarch 7 ïRecruitment/Retention Update

ÅMarch 21 ïInitial 5-year Financial Forecast & Current Priorities from Staff

ÅMarch 24 ïFacilitated Workshop on Council Priorities and Teamwork

ÅApril 18 ïPresentation of Recommended Budget and Workshop to Get Direction

ÅMay 16 ïFollow up Workshop based on Direction Provided

ÅJune ïAdoption of Balanced Budget
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BALANCED BUDGET

CLEAN AUDITS

RESERVE POLICY UPDATED AND RESERVES FUNDED

CREDIT RATING INCREASE

$20M SAVINGS FROM PENSION OBLIGATION BONDS (POB) ISSUANCE

ARPA SPENDING PLAN

Financial Accomplishments
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$37M UAL Payments After -6.1% FY 2022 Returns (No POB)

Projected UAL Payments After 6.8% Discount Rate (No POB)

POB + $45M UAL Payments After -6.1% FY Returns

National City 2021 POB
Update After -6.1% FY 2022 CalPERS Investment Returns

Est. POB + UAL 

Payments from -6.1% 

Returns

Est. UAL 

Payments from -

6.1% Returns 

(No POB)
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×Forecasting a General Fund budget surplus

×Important to retain controls on General Fund discretionary spending, as 
surplus is projected to end when ARPA funds end in FY25

×Remain focused on economic development projects/programs

×Continue to support committed work force with customer service culture 
that supports the 7Cs pledge

×Use one time revenue for one time expenditures

×Continue grow ongoing revenue for ongoing expenditures

FY 2024 Budget and Fiscal Health
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Goal Setting: City 
Council Priorities



TWO-YEAR STRATEGIC PLANNING CYCLE

× 7 Focus Areas ï7 Cs Pledge

× Balanced Budget & Economic Development

× Communications & Outreach

× Health, Environment, & Sustainability

× Housing & Community Development

× Parks, Recreation, & Library

× Public Safety

× Transportation Choices & Infrastructure

Current Strategic Plan 2020 -2025
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7Côs Pledge

We Pledge to Provide CustomerService  through a Cultureofé

Courtesy

We treat everyone with dignity and respect.

Collaboration

We work to achieve common goals and value our differences.

Communication

We communicate openly, honestly, and with clear, consistent messages.  

With a Commitment to Our Community!
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7 STRATEGIC FOCUS AREAS

ÅBalanced Budget and Economic 
Development

ÅCommunication and Outreach

ÅHealth, Environment, and Sustainability

ÅHousing and Community Development

ÅParks, Recreation and Library

ÅPublic Safety

ÅTransportation Choices and 
Infrastructure

7 FUNCTIONAL GROUPS

ÅPolice
ÅFire
ÅPublic Works/Engineering
ÅCommunity Development
ÅLibrary & Community Services
ÅHousing Authority
ÅLeadership & Administration
Å City Manger and Attorney Offices

Å Finance and Human Resources

Å Information Technology

Å City Clerk

Å Economic Development

Strategic Focus Areas and 
Organization
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TIER 1

ÅImprove permitting and development process for greater efficiency

ÅProvide services that impact quality of life (e.g. cleanliness)

TIER 2

ÅImprove communication and outreach overall and tailor some by district

ÅMaintain and improve infrastructure

ÅDistrict budgeting (first step- research what other cities do)

ÅPipelines for public safety jobs

City Council Goal Setting
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Service = People + Partnerships

× City employs approximately 400 essential workers

× National City is a full-service city (no public safety contracts)

× Committed work force that relies on fiscal sustainability

× Meaningful and sustainable wage increases for our workers

× Boards, Commissions, and other official committees

× Task Forces, Community Clubs, CERT, RSVP, other city volunteers

× Partnerships with non-profits to deliver services

Employees, Volunteers, & Partners
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5 Year Financial Forecast



Fund Balance Categories
Non-spendable ïamounts that cannot be spent because they are: 1) not in spendable 

form or 2) legally or contractually required to be maintained intact.

Restricted ïresources that have spending constraints that are either 1) ñexternallyò 

imposed or 2) imposed by law through constitutional provisions or enabling legislation.

Committed ïamounts that have internally imposed restrictions mandated by formal 

action of the City Council.

Assigned ïamounts that are constrained by the Councilôs intent that they will be used 

for specific purposes.  (Decision-making with regard to these amounts may be made by 

a committee or other governmental official.)

Unassigned ïthe ñresidualò fund balance for the General Fund.  This residual amount 

of unassigned fund balance reflects the resources available for further appropriation 

and expenditure for general governmental purposes
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GENERAL FUND UNASSIGNED FUND BALANCE

TARGET: 10% ANNUAL OPERATING BUDGET

ÅñAmounts in excess of the target level will be used to increase or replenish other 
reserves (with priority given to the Economic Contingency and Facilities 
Maintenance reserves), to set aside resources for specific one-time uses, or as a 
funding source for one-time expenditures included in the annual budget or for 
needs that arise subsequent to budget adoption.ò 

Council Policy #201
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Current Reserves

Reserves Target* Balance** Policy Level

Unassigned Fund Balance $ 6,575,000 $19,156,000 10% General Fund Op Bdgt

Economic Contingency 

Reserve

$ 13,150,000 $ 12,800,000 20% General Fund Op Bdgt

Liability Reserve $ 13,264,000 $ 16,615,000 80% confidence level

Facilities Maintenance $ 2,960,000 $ 2,880,000 4.5% General Fund exp

Vehicle Replacement $ 3,141,900 $ 2,770,265 30% book value of vehicles

Pension Trust (115) $ 18,400,000 $ 6,393,549 2 years UAL payments

OPEB Trust $ 4,821,000 $ 3,133,184 80% OPEB liability

* Based on estimated $66M operating

**All balances are as of June 30, 2022 (unaudited)
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Å Current staffing and programs

Å Total revenue and expenditures 
expected to grow

Å Projected deficit in FY25 and FY26

Å Yellow bars represent estimated 
unassigned fund balance, which grow 
during surplus years and shrink during 
deficit years

Å 3 labor group MOUs expire in 2024

Å No recession is considered but there 
are mounting concerns

General Fund 5 -Year Forecast
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Sales Tax Revenue History
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Å Modeled FY25 
recession half as 
severe as the Great 
Recession in 2008, 
with slow recovery

General 
Fund 5 -Year 
Forecast ï
Recession 
Scenario
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FY24 Preliminary 
Budget All Funds



Total Operating & Capital Budget
FY 24 Preliminary vs FY 23 Adopted

FY 24 Preliminary FY 23 Adopted Change

All Funds

All Revenues $129,403,177 $134,351,875 $(4,948,698)

All Expenditures 136,478,171 133,042,568 3,435,603

Projected Use of Fund Balance $ (7,074,995) $ 1,309,307
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Expenditure by Fund
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Revenues & Expenditures
Other Funds FY24 Preliminary
PRELIMINARY BY FUND TYPE

FY 24 Prelim

Revenue

FY 24 Prelim

Expenditures

Housing/CDBG Funds 16,406,689 17,440,084 

Internal Service Funds 11,947,403 12,934,332 

Sewer Service Fund 9,931,785 13,182,495 

Other 9,915,229 14,743,337 

Pension Obligation Bonds 5,806,468 5,806,468 

Library/Parks Funds 4,583,183 4,457,083 

Total Other Funds $60,230,716 $68,563,799 
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General Fund



Preliminary Budget Summary
Fiscal Year 2024

FY 24 Preliminary FY 23 Adopted Change

Total Revenues $   67,166,961 $ 64,574,077 $ 2,592,884

Transfers In 2,005,500 2,005,500 0

Expenditures 65,085,303 63,737,457 1,347,846

Transfers Out 2,829,069 2,557,210 271,859

Fund Balance (Use) Gain $    1,258,089 $ 284,910

GENERAL FUND
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Expenditures
FY 24 Preliminary vs FY 23 Adopted
GENERAL FUND

FY 24 

Preliminary

FY 23    

Adopted Change

Personnel Services $45,039,464 $45,410,890 $(371,426)

Maintenance & Operations 8,469,578 7,776,245 693,333

Capital Outlay 143,500 160,000 16,500

Capital Improvements (CIP) 2,160,000 1,900,000 100,000

Internal Service Charges and Reserves 9,416,261 8,506,822 909,439 

Transfers Out 2,829,069 2,557,210 271,859

Total $67,914,372 $66,294,667 $1,619,705
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Historical Expenditure Trends

× Total personnel costs will comprise 66.3% of FY 24 General Fund 

expenditures

Projected
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Expenditure by Department
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Revenue Trends
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Historical Revenue Trends

× Sales taxes (black) and District transaction & use taxes (green) are approximately 57% of 

projected FY 24 revenues, while property taxes (teal) about 16% 

Projected
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Impact on Unassigned Fund Balance 
Fiscal Year 2024

GENERAL FUND

Unassigned Fund Balance 6/30/2022 $19,156,296 

FY23 - Mid-Year Projected Use/Gain 4,300,000

Projected Balance 6/30/2023 23,456,296

Estimated Use/Gain - FY24 Prelim Budget 1,258,089

Projected Unassigned Fund Balance 6/30/24 $  24,714,385 
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Unassigned Fund Balance FY2024

GENERAL FUND

Projected Balance 6/30/2023 $  23,456,296

10% Operating Expenditures 6,575,437

Estimated Amount Over Policy 201 Target $ 16,880,859

33 |



Enhancement Decision 
Items



Å INCREASE AUTHORIZED POSITIONS TO SUPPORT INCREASED CALL 
VOLUME

Å ADD 5 POLICE POSITIONS, IN PRIORITY ORDER

Å 1 Officer

Å2 Dispatchers

Å1 Records Clerk

Å 1 Community Service Officer

1. Police Staffing ïCPSM 
Recommendation for Year 1

On-going FY24

5 New Police Staff $498,037
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SAFER GRANT ENDING MARCH 2024

ADD 3 FIREFIGHTERS TO GENERAL FUND AUTHORIZED POSITIONS

ÅIncrease from 15 to 18 firefighters

ÅCPSM recommendation

Å CURRENTLY RUNNING 3 PERSON ENGINE COMPANIES

Å PILOT A 4 PERSON ENGINE COMPANY RESPONSE MODEL ON ENGINE 34

2. Fire Staffing ï3 Firefighters & Pilot 
Enhanced Minimum Staffing

On-going FY24 FY25

Firefighter (3) $111,060 $484,677

Use of Leave of 4th person $28,253 $29,100

TOTAL $139,313 $513,777
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AFTERSCHOOL YOUTH RECREATION PROGRAM (AGES 5-14)

ÅBuilds on existing programs 

ÅProgram grows over time
ÅYouth Sports Skills (Basketball, Soccer, Volleyball)

ÅStructured Leagues (Basketball, Soccer)

ÅArt, Music classes 

ÅContract classes

RECREATION CLASSES AND YOUTH SPORTS IN LINE WITH OTHER LOCAL 
CITIES

LOW PARTICIPANT COSTS FOR RESIDENTS

3. After School Programming
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PROGRAM COORDINATOR FT 

ÅNew position to specialize in youth sports

RECREATION LEADERS/RECREATION AIDES (TOTAL OF 5 PT STAFF)

ÅRecreation Aides recruited at high school level

3. After School Programming

On-going FY24 FY25 FY26

Program Coordinator $79,000 $81,370 $83,811

Rec Leader III $32,900 (2) $50,831 (3) $52,355 (3)

Rec Aide $48,100 (3) $49,543 (3) $99,086 (6)

Operations $15,000 $15,000 $20,000

TOTAL $175,000 $196,744 $255,253
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ADD 2ND TREE TRIMMING CREW

Å2 new staff: Lead Tree Trimmer & Tree Trimmer
Å$187,700 personnel costs

ÅUse existing truck

ÅCost partially offset by reduction in contractor work
ÅAverage of $95,000 the last few years

4. Tree Trimming

On-going FY24

Tree Trimming Crew Net $92,700
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ADD ONE ENGINEERING PERMIT TECHNICIAN

ÅAlso helps with succession planning for pending retirements in department

PURSUING OTHER IDEAS WITH EXISTING STAFF AND RESOURCES, SUCH AS:

ÅTeaching/communication on process

ÅProvide and promote pre-construction meetings for large projects

ÅMonthly ADU day for residents

5. Improve Permitting/Development 
Process

On-going FY24

Engineering Permit Tech $91,200
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INCREASE FUNDING FOR AMORTIZATION EFFORTS

INCREASE PW OVERTIME TO EXPAND SWEEPING & FRIDAY CLEAN-UPS

STREET SIGN REPLACEMENT CATCH-UP: ONE-TIME

SIGN ORDINANCE ENFORCEMENT

ÅNeed Council fully committed and supportive

ÅWill attempt with existing staff, but may need additional staff in future

6. Quality of Life

On-going FY24

Amortization $50,000

PW Overtime $32,000

Street Signs $25,000

TOTAL $107,000
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COMMUNICATIONS PLAN ïRFP FOR CONSULTANT

ÅIdentify internal & external areas for improvement

ÅOutline plan to address

ÅDevelop outreach and communication materials

ÅFor example:
ÅUpdate website content

ÅCoordination with schools about building sense of shared social responsibility

ÅFAQs and handbooks for development process

7. Communication Improvements

One-Time FY24

Communications Plan $100,000
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