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~ Ingham County Board of Commissioners
Ingham County Courthouse

P.O. Box 319

Mason, MI 48854

Dear Commissioners:

I am transmitting for your consideration the recommended Ingham County Budget for 2004. The budget has
been prepared consistent with the guidelines of the county’s long term objectives and stated priorities. As in
past years, high priority has been placed on expanding access to health care; encouraging the use of appropriate
sanctions for youth and adult offenders; and expanding recreational opportunities. Several additional priorities
have been identified by the Board this year, including ones related to promoting environmental protection;
enhancing public safety; preventing and controlling disease, assuring judicial processing, and assisting in
meeting basic needs. To the extent that progress on these priorities is dependent on significant budgetary
resources, they are addressed in this budget. However, a more complete analysis on each of the areas of priority
will be presented in a separate document.

The primary focus of this recommended budget is on continuing county services at current levels and continuing
support of county initiatives already underway. This has been a considerable challenge in light of decreased
state revenues and low interest income. The total recommended budget for 2004 is $160.4 million, which
includes a general fund budget of $66.7 million. The total budget is 4.7 % less than the amended 2003 budget;
and the General Fund budget is within $2,730 of the 2003 amended budget. For the General Fund, the increased
costs for salaries, fringe benefits, and operating costs from 2003 to 2004 is being addressed in a budget which
has less funds available than when the 2003 budget was adopted.

The total property tax levy supporting the recommended budget will be 8.6011 mills, an increase of 0.3867 mills
over 2003. The proposed levies for county operations, 911, special transportation, and juvenile justice will
remain unchanged or be decreased as required by statue. The entire increase in the property tax levy is related to
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the county’s financial obligation to the Capital Region Airport Authority and their decision to fund a five-year
airport service retention and expansion program. While total property tax revenues from these proposed levies
will increase 8.5% from the previous budget, the increase in taxes to the owner of a $100,000 house will be
6.3%. That owner will pay $436.51 in property taxes supporting 2004 county services, an increase of $25.79.

Revenues supporting county services come primarily from property taxes, state and federal funds, and
departmental fees and charges. For the General Fund, revenues from property taxes have increased by $1.4
million or 3.6%. However, this gain has been offset by decreases in state revenues and interest earnings,
and nearly flat department generated revenue. In total, General Fund revenues are projected to be nearly
$775,000 less than the adopted 2003 budget.

On the expenditure side, some items have increased the county’s expenditure base beyond the current inflation
rate. The cost of continuing current services and programs recommended by county departments is projected at
2.7%, an increase of $1.8 million. Minimal requested increases in operating expenses are offset by personnel
cost increases totaling 4.7%. The only other significant General Fund cost increase is in the area of elections, in
anticipation of the 2004 General Election and the federal mandate to improve voting systems. Fortunately, other
areas of expenses which were problems in past years - such as increased costs for inmate housing and medical
care expenses at the jail; costs associated with the re-opening of the renovated Grady Porter Building and
opening Hawk Island Park - do not appear to be problems for 2004. Further, approval of the juvenile justice
millage in 2002 has provided an avenue to fund the increased costs of housing and treating delinquent and
disturbed youth.

In order to arrive at a balanced budget without an increase in the general opérating millage rate or resorting to
the use of reserves, it has been necessary to identify some $2.6 million in reductions to the current General Fund
operating base. This is a reduction of approximately 3.8% of the county’s General Fund expenditure base.

With a focus on reducing the General Fund expenditure base, there has been no consideration of program
expansions or the establishment of new positions. The only exceptions are the inclusion of funds to meet the
county’s obligation to provide new voting equipment and the staffing associated with the jail renovation. New
position requests were made by Animal Control, Probate Court, District Court, and the Family Division of
Circuit Court. While there may be merit to these requests, failure to address them will not place the requesting
agencies in a position of being unable to carry out their required duties. Program expansion requests from
Family Court can be addressed at a later date utilizing the proceeds of the Juvenile Millage, once the
recommendations from the University of Cincinnati program assessments have been completed.

The reductions consist of a mixture of short and long term measures based on proposals made by the county-
funded agencies, offices, departments, and the courts. Each was requested to develop a 2004 budget which was
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based on the appropriation each received in the 2003 Adopted Budget. Latitude was given to utilize short term
measures (such as hiring delays and freezes) as well as the more permanent position or program reductions. As
a result: '

Nearly $1.2 million in short term cost reductions have been identified. Included are hiring deléys
affecting 27 positions for various lengths of time, saving $544,415; projected attrition of $222,512; and
line item expense reductions of $379,808. The hiring delays in total are the equivalent of 8 full time
positions.

Position reductions and eliminations totaling $840,544 have also been identified. In total, 15 of the
county’s 1,048 FTE positions are proposed for elimination. 11 of these positions are in the Health
Department, where state and federal funding is static or reduced. State and federal funding levels have
resulted in the need for these reductions, even with a proposed General Fund appropriation level slightly
above the 2003 level, and with increased revenues projected from recently approved fee increases for
health department services. In addition, 3.5 FTE positions in the Sheriff’s Office are eliminated in order
to arrive at their appropriation level, as well as a .5 FTE position in Animal Control. Permanent position
reductions were not identified in other county agencies because appropriation levels were generally at or
below the 2003 budgeted appropriation.

Costs for new programs and the cost increases for existing programs for the detention, housing, and -
treatment of juveniles are budgeted to come from the proceeds of the Juvenile Justice Millage to the
extent that the cost of these programs exceeds $3,560,416. This is the amount appropriated to the Child
Care Fund in the 2002 Adopted General Fund Budget. It is estimated that the costs of existing programs
to be funded in 2004 from the millage proceeds, in addition to the costs of the Youth Center previously
budgeted, will be $668,000. There are no hiring delays or freezes in Family Court or Child Care Fund
staff, and significant funds remain available to continue the expansion of the county’s capacity to house
and treat delinquent and disturbed youth.

It is unfortunate that any positions must be considered for elimination, or programs reduced, becatise they all
contribute to the high quality of service given to county residents. However, it is also not anticipated that the
loss of these positions will place the county in a situation of being unable to meet its legal requirements or to
continue addressing stated areas of priority. Should the elimination of positions place employees in danger of
layoffs, every effort will be made to assist them in finding alternative employment.

As is past practice, $3 00,000 remains unallocated and can be used to support county initiatives, or to restore
some of the identified reductions. With the Board of Commissioners having already adjusted county fees for
2004, it is not likely that significant additional sources of revenues will be identified.

$600,000 also remains budgeted as the Contingency Account. Maintaining this amount in the adopted budget is
very important for 2004, because of the amount of reductions which agencies have made in their operating
expenses. Budgeting at these reduced levels increases the possibility that the Contingency Account will be
needed to cover unanticipated expenses, whereas in the past, agencies may have had the flexibility to adjust their
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budget for some such expenses. In addition, contracts for security and janitorial services are being rebid in the
course of 2004 under the county’s new Living Wage policy, and any increased costs that result will need to
come from the Contingency Account. '

I wish to thank the budget staff, elected officials and judges, department heads, agency directors, employees, and
all others involved in the budget preparation process for their cooperation and assistance in developing these
recommendations. All have worked hard to identify reductions which would minimize the impact on the level
of county services provided to our citizens. ’

Please contact me if you have any questions. I look forward to discussing these recommendations at the
upcoming committee meetings.

Sincerely,

M tfvide.

Gerald W. Ambrose
Controller

GWA/njh
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PROPOSED 2004 INGHAM COUNTY BUDGET

SCOPE OF THE BUDGET AND SERVICES TO BE PROVIDED: Ingham County
government provides a variety of services to its 280,000 residents. Required services are
provided in the areas of law enforcement, judicial administration, health and other human
services, the recording of personal and property records, equalization of assessments and
delinquent property tax collections, and other administrative areas. Other services are provided
at the discretion of the Board of Commissioners in areas such as parks, fair, and economic
development. Priorities for funding focuses are developed through strategic planning discussions
with requesting departments and the Board of Commissioners.

COST OF SERVICES: The total cost of county services provided or supported through this
proposed spending plan will exceed $160 million, an increase of $3,172,372 or 2.02% above the
initially adopted 2003 budget. The proposed General Fund budget for 2004 is approximately
$66.7 million. Tt is $2,730 more than the 2003 amended budget, and $774,236, or 1.15% less
than the 2003 adopted budget.

The county directly provides many services and supports others through its appropriations and
memberships in regional efforts. When the budgets of these other entities are considered, the
value of services provided or enabled by the county will exceed $245 million in 2004.

There are 1,360.128 full time equivalent positions contained in this budget, including the
employees of the Ingham County Road Commission and the Medical Care Facility. Overall,
county personnel costs (which represent a major portion of the county budget) are increased by a
3% wage scale adjustment, plus projected increases in fringe benefit costs, which add up to an
overall increase in personnel costs of about 4.7%. The largest cost increases are in the areas of
health insurance for employees and retirees and the county’s contribution toward employee
retirement benefits.

Revenue projections have been based on property tax levies, transfers from the state and federal
governments, and departmental fees. There is no increase in the operating tax millage. In the
General Fund, no budgeted use of fund balance is recommended for 2004. In the past, $1.2
million has been budgeted, in anticipation that any need to draw upon these funds as a direct
source of revenue would be offset by savings from normal attrition in other expenditure line
items. In 2002 and 2003, this budgeted use of find balance has been eliminated through budget
amendments, allowing departments to use short term strategies such as hiring delays and
delaying purchases in order to meet budget reduction targets which have been necessary due to
revenue losses in the last two years. This strategy is employed again as part of the 2004 budget
process. Therefore, no use of fund balance has been budgeted.
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