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The Government Finance Officers Association of the United States and Canada (GFOA)
presented a Distinguished Budget Presentation Award to the Borough of Carlisle,
Pennsylvania, for its Annual Budget for the year beginning January 1, 2021. In order to
receive this award, a governmental unit must publish a budget document that meets
program criteria as a policy document, as a financial plan, as an operations guide, and as
a communications device.

This award is valid for a period of one year only. We believe our current budget continues
to conform to program requirements, and we are submitting it to GFOA to determine its
eligibility for another award.
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Reader’s Guide 2021

This budget document is designed to help users gain a better understanding of the
Borough of Carlisle’s overall financial management programs and processes. In
preparing the budget, staff is guided by the Government Finance Officers Association’s
criteria for its Distinguished Budget Presentation Award. Those criteria require a
municipal budget to not only be a financial document, but also a policy and
communications document that simply and adequately describes the depth and breadth
of municipal operations.

PDF VERSION: Readers who are using the electronic copy of this document may
navigate the document by clicking on the section name or page number in the table
of contents. Readers may also navigate to the desired section through use of the PDF
bookmarks within the document.

A description of each section of the budget document is included below:

e INTRODUCTION

o

The “Principal Officials” and “Organization Chart” sections present the
organizational structure of the Borough including a listing of the elected
Mayor and Council and the supporting administrative officials

The “Community Profile” section offers details of the Borough of Carlisle
including the mission, economy, and services offered

The “Manager’s Budget Message” section summarizes key issues in the
budget and long-term strategies and goals to help the reader understand
the issues facing the Borough in upcoming years

The “Budget In Summary” section offers a summarized version of the
budget giving the Reader a quick overview of what will be discussed in
more detail throughout the remainder of the budget

The “Multi-Year Projections” section offers a summary of the key issues
that are being monitored and will impact the decision making for future
year budgets

e GOALS & POLICIES

(@)

Carlisle

The “Community Goals” section details the goals of Borough Council as
well as discusses the Borough's comprehensive plan and global climate
crisis response

The “Fiscal Policies” section details the Borough’s adopted financial
policies that guide the creation of the budget and the financial management
decisions throughout the year
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o The “Budget Process” and the “Budget Calendar” sections offer a look into
the process followed to create the current budget and provides insight into
the efforts that the budget managers take to ensure they are being
responsible financial stewards

e FINANCIAL SUMMARIES

o The “Fund Description & Structure” section offers the Reader insight into
the overall financial structure of the Borough including descriptions of each
major and non-major fund

o The remainder of the “Financial Summaries” section presents the highest
level of the budget from a fund perspective reflecting each functions total
budget by fund and includes both the current budget and historical revenue
and expenditures

e OPERATING BUDGETS
o The “Operating Budgets” section presents the budget by department
including organization charts, graphical and chart analysis, the services
performed by department and function, 2021 accomplishments, and 2022
goals for each of the Borough’s seven departments and major functions

o CAPITAL EXPENDITURES & DEBT
o The “Capital Expenditures” section offers a summary of the Borough's
capital improvement plan (CIP) including a summary of the Borough’s 2022
capital projects budget along with the five-year 2022-2026 capital
improvements program
o The “Debt” section offers a summary of the Borough’s debt obligations
including debt service schedules by fund and year

e APPENDICES
o The appendices include a detailed line-item presentation of comparative
revenues and expenditures by fund and department, a summary of
Borough employees by department, various demographics and statistics,
proposed budget-related ordinances and resolutions, and a glossary of
budget and financial terms

I Old County Courthouse

This Cumberland County Courthouse,
often called the “old courthouse” was
built in 1846 right on the main square
of the Borough of Carlisle and boasts a
beautiful bell and clock tower.

The new courthouse opened its doors
just across the street and was
dedicated to the county in 1962.

Carlisle

Al-America iy
N | | I J' Borough of Carlisle, Pennsylvania, 2022 Annual Budget Reader's Guide

2021

Page 10



INTRODUCTION




[This Page Intentionally Left Blank]

Page 12



Carlisle Carlisle

L oL el ]
i N i
Principal Officials

MAYOR & COUNCIL
MAYOT ... Timothy A. Scott
Councilor & Deputy Mayor........ccocccveiniieinieinicieccniecnee Sean M. Shultz
COUNCIIOT ...t Sean J. Crampsie
COUNCIIOT ...ttt Deborah W. Fulham-Winston
COUNCIIOT ..ot Brenda S. Landis
COUNCILOT ...ttt ettt e aeeeaneens Joel T. Hicks
COUNCILOT ... Jeff P. Stuby

ADMINISTRATIVE OFFICIALS

Borough Manager ... Susan D. Armstrong
Assistant Borough Manager ..o, Owen A. Snyder
Borough Secretary ..o Joyce E. Stone
Director Of FINANCE.......ccuvioeieeieeteeeeeeetee ettt ettt eeveeeaneeeneeens Richard JT Juday
Director of Public WOTKS......c.cccoviiniiinieineincnccnccceeeee Mark A. Malarich
Director of Parks & Recreation.............cccocccevieiincinicinnciniiiniiciceee, Andrea C. Crouse
Director of Community Planning & Economic Sustainability .............. Jared B. Woolston
POLICe Chuef ......ooviiiiiiiiciiieeec et Taro D. Landis

Fire Chuef ..o Randy L. O’Donnell
SOLICIEOT ... Keith O. Brenneman
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Organization Chart

Chart 1.

Carlisle Voters, Residents, Customers

Solicitor I i
Mayor & Council Authorities, Boards &

Commissions

Carlisle Municipal Authority I

Carlisle Sewer Authority .
Civil Service Commission

Borough Manager \_.

Climate Action Commission .

o . Board of Appeals
Fire I Police I Administration Lé
glourlzcg Suplgort . Hist. Architectural Review .
Carlisle Fire & Rescue Services Patrol Oy aramming

- . L Sustainability Initiatives
Union Fire Company Investigations Econclymicllstzvelo n::nt Human Relations Comm.
Emergency Management Communications . pmer
Public Info/ Community

E:;Ef:gs Violations Engagement LeTort Regional Authority .
Youth Services Broadband
Community Engagement Emergency Management Parks & Recreation Board .
Crime Prevention Reglon.al Planning
Crossing Guards ?udgetmg Pension Advisory Comm.
Planning Hechnolc;{gy LA
Training Inzz:gceesources Planning Commission .
Risk Management
Truth & Reconciliation .

Zoning Hearing Board '

Parks & Recreation I Finance I Community Planning Public Works I

& Economic

Park Maintenance Financial Management . exe
Shade Trees Budgeting Sustamablhty Engineering Water Resources &
Recreation Services Purchasing Field Operations
Municipal Pool Accounts Payable Planning (Sustainability)
Community Center lﬁ;;acc;);rl*lts Receivable Re devel‘l(;) pment & Land Use Engineering Traffic
Utﬁity Billing Subdivision & Land Dev Plan Rev. Planning (Design and Streets o
Water Meter System Environmental Considerations Infrastructure) Fl‘eet Mamtenance? Utilities
Collections Economic Development Redevelopment & Land Use || Lines (Water, Sanitary, &
Tax Collection Sustainability Initiatives Subdivisi.on and Land Dev Stormwater)
Parking Solid Waste/Recycling Plar} Review Water Plant
Smart Growth Environmental Wastewater Plant
Federal/State Funding and Grants Considerations Laboratory
Community Stakeholders Sustainability Initiatives Pre-Treatment / Bio-Solids
Zoning Construction Inspection Building and Site
Code Enforcement, Property Environmental Compliance Maintenance
Maintenance & Inspections Yard Waste/Compost
Carlisle
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GENERAL INFORMATION

The Borough of Carlisle is located in picturesque south-central Pennsylvania approximately 18
miles southwest of Harrisburg, the state capital. It has an area of approximately 5.5 square miles
and a population of 20,118. Centrally located in

Cumberland County, the Borough, established A\e«o@;\:\\
in 1751, also serves as the County seat. Carlisle s a;;;ZNeO“
Borough is one of Pennsylvania’s most z:\g‘}@«\“‘

treasured  historic communities. Carlisle’s
history is rich, ideals are plentiful, and diversity
abundant.

Strolling through historic downtown, one is

greeted by unique architecture, quaint shops,

and overall serenity. Carlisle’s tree-lined streets invite residents and visitors alike to walk the
same paths as those walked by the Commander of the Continental Army and President of the
United States, George Washington; Declaration of Independence signer, James Wilson; Olympic
medalist, Jim Thorpe; Battle of Monmouth heroine, Molly Pitcher; and the list goes on!

With a reputation as a growing and viable community, historic Carlisle continues to meet the
ever-evolving economic needs of its residents. Success is evident on every street corner; from
small businesses to large corporations, Carlisle is embracing the world of tomorrow. The
community is currently undergoing two significant overlapping redevelopment projects, the
Carlisle Urban Redevelopment Plan and the Tax Increment Financing Plan for Carlisle Auto
Industries, Inc. Completion of these projects will help ensure the community’s economic
vibrancy in the coming years.

Civic pride appears throughout Carlisle’s well-maintained community. Restored homes,
manicured lawns, and flower boxes reflect the pride of
homeownership where people of all economic
backgrounds have achieved the American Dream
through affordable housing and high employment
standards. Residents eagerly volunteer and support
local programs involving the elderly, youth, and
disenfranchised revealing the moral fiber of this great
town.

Our decorated
. . ) . lampposts brighten
nurturing town/gown relationship has formed with the winter season.

Dickinson College, Penn State’s Dickinson School of

Within easy walking distance of downtown Carlisle, a

Carlisle
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Law, and the U.S. Army War College known throughout the United States and abroad for their
respective curriculum.

Carlisle’s cultural environment is a diverse mix typified by its award-winning restaurants,
downtown theater, growing arts community, historic sites, and multi-cultural events. One does
not need to venture outside the town’s limits to dine on world-class cuisine, discover artisans,
experience unending entertainment, or enjoy recreational activities.

Children and adults will find the Borough's 17 public parks provide a place to relax and
unwind. With biking, hiking, tennis, basketball, and a local community center readily available
recreation abounds!

The Cumberland Area Economic Development Corporation/ Visitors Bureau provided many of
the stunning pictures of Carlisle located throughout the budget.

The community enjoys the
Offerings of [eTort Park
where our popular Fort
LeTort, splash pad, and
pickle ball courts offer
hours of enjoyment. For
those seeking a more
relaxing visit the [eTort
stream is teaming with life
including the popular geese
and duck population.

VISION STATEMENT

Carlisle: a premier town with a strong sense of community identity and an excellent quality of life, which
makes it a superb place to live, learn, work, visit, shop, and play.

e A Balanced Community: A small town in spirit and a small city in amenities. The historic
and quaint charm of the past centuries, evolving to meet the challenges and opportunities
of the 21st century. Preserving our natural resources while promoting smart growth.

e Forward looking and responsible in community and economic development

e A caring and engaged community, with unity in diversity

MISSION STATEMENT

The residents of Carlisle will continually strive to make Carlisle an even greater place in which
to live, work, learn and play. These efforts will emphasize an active downtown, strong
neighborhoods, an attractive living environment, preservation of historic buildings, economic

Carlisle
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growth, high-quality life-long education, a strong sense of community, citizen involvement,
regional cooperation, abundant recreation, preserved natural areas, and the celebration of arts
and culture.

FORM OF GOVERNMENT

The Borough of Carlisle, a home rule municipality, operates under the council/ manager form
of government. Borough Council, the policy-making body, is comprised of a mayor and six
councilors elected at large for four-year overlapping terms. Primary duties of Borough Council
include appointment of the Borough Manager (the chief administrative officer), adoption of the
annual budget, the establishment of policies for the conduct of Borough affairs, enactment of
ordinances and resolutions for the protection of the public’s safety and welfare, and
appointment of members of various municipal authorities, boards, and commissions.

ECONOMY

The economy of south-central Pennsylvania is well diversified. Located on the western edge of
the Harrisburg-Carlisle Metropolitan Statistical Area (MSA), the local economy has provided a
more stable economic environment compared to the national and statewide economies.

Although a few commercial and industrial facilities in Carlisle have either reduced their labor
force or closed in recent years, the local economy has fared better than both state and national
unemployment rates. The rationale for this economic stability lies, in part, with the type of
employment available in and around the region since a significant number of local jobs are in
the fields of service or government. Distribution services have been steadily increasing over the
past few years. According to the U.S. Bureau of Labor Statistics the unemployment rate for
Cumberland County in August 2021 was 5.2% compared to 6.4% for Pennsylvania, and 5.3%
nationally which is elevated primarily due to the COVID-19 pandemic.

One reason Carlisle is a more stable economic environment is
the number of educational institutions in and surrounding the
Borough. A highlight of these institutions follows:

e Dickinson College, a four-year college, was chartered
in 1783 and is one of the oldest private liberal arts
colleges in the nation.

e Penn State’s Dickinson School of Law, founded in 1834,
is the oldest law school in Pennsylvania and the fifth
oldest in the nation. In 2000, the law school became (
part of The Pennsylvania State University, one of the
country’s most prestigious research universities.

Old West building, Dickinson College

e The U.S. Army War College is also located in and adjacent to the Borough and is a premier
advanced training facility for the U. S. Army. It contains some of the most sophisticated
computer technology simulation equipment in the armed forces.

Carlisle
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e Justoutside the Borough limits, the U.S. Army Heritage and Education Center (USAHEC)
is the United States Army's preeminent museum and research complex.

Carlisle's economy is well diversified. Principal industrial products manufactured or
distributed in Carlisle include premium building products, steel castings, apparel, food
products, and wooden windows and doors. Non-manufacturing sources of Carlisle’s largest
employers include higher education, local government, warehousing, transportation, and
employment services. Other local employment opportunities include Commonwealth of
Pennsylvania (Harrisburg), Naval Inventory Control Point NAVICP (Mechanicsburg), and a
world-renowned collector car and truck special events venue.

Aerial View of the Carlisle
Fair Grounds a 150-aCre
complex that hosts
numerous events and
famous car shows. If you
like cars then this is the
place to be!

CARLISLE URBAN REDEVELOPMENT PLAN

Changes in commercial and industrial facilities have provided the Borough with a rare
opportunity for the community to transform and revitalize approximately 59 acres of land on
three sites just outside the downtown. Reuse of these sites would include the creation of
walkable, mixed-use in-fill residential, commercial, and possible light industrial redevelopment.

In 2013 the community led by the Borough, initiated an urban redevelopment plan
(www.carlislepa.org/carlisle-plan/) to achieve a visionary future for three former industrial
areas and surrounding neighborhoods. The planning effort included multi-day public visioning
and public meetings to discuss items such as transportation, parks and recreation, stormwater,
and economic development potential.

Carlisle
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The Carlisle Urban Redevelopment Plan (CURP) focuses
on policies and procedures for the Borough to follow in
furtherance of the plan, economic development
activities, and major capital projects.

The plan addresses what is likely the most significant
change to the Borough’s core development pattern and
economy in the last 100 years. It is estimated to take
between 10 and 20 years to fully implement (it should be
noted that the COVID-19 pandemic has slowed progress
when compared to initial estimates). Once completed,
the vision for the community will include an expanded, vibrant downtown with increased retail
opportunity, increased green space, and housing for all income groups and ages. Because the
new owners of the two largest sites have been a part of the process and have collaborated on the
potential redevelopment uses for the sites, there is strong potential for implementation of the
plan’s recommendations.

Two specific projects are an immediate outgrowth of the CURP: Carlisle Town Homes (CTH)
and the Tax Increment Financing Plan for the Carlisle Auto Industries, Inc. Project (TIF Plan).

CTH is a partnership between PIRHL, a nationally recognized full-service developer, general
contractor, and owner of high-quality single family and multi-family housing and the
Cumberland County Housing and Redevelopment Authorities. The project as constructed
includes a 52-unit townhome, affordable residential development in the northern portion of the
parcel and 3 veteran’s housing garden apartment buildings containing 42 dwelling units on the
southern portion of the 10-acre former Carlisle Tire and Wheel property. Still to be constructed
is 10,000 square feet of commercial space in the southwest corner of the parcel.

The TIF Plan is a partnership between and among the Borough, Cumberland County, the
Carlisle Area School District, the Cumberland County Industrial Development Authority and
Carlisle Auto Industries, Inc. As currently planned, the redevelopment will include 11,200
square feet of retail space, a 92-unit hotel, 50 two-story townhouse (“auto condo”) units, 48 two-
story townhouse units, 242 stacked-flat apartment units, 90,000 square feet of office space, 19,880
square feet of restaurant space, and a 50 space parking lot. Necessary public improvements
including transportation infrastructure, sewer and water infrastructure will be financed by a
variety of state and federal grants and bond proceeds from the tax increment financing district.

These potential developments will provide significant improvements to Carlisle’s quality of life,

services provided to Borough residents, and will increase the overall tax base. These are
extremely exciting opportunities for Carlisle.

TRANSPORTATION

US Route 11 crosses Carlisle in an east-west direction. State Routes 34, 74, 641 and 465 provide
access to and from the Borough. An interchange of the Pennsylvania Turnpike (Interstate 76)
which runs in an east-west direction is located two miles from the Borough. Interstate 81 runs

Carlisle
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in a north-south direction and has four interchanges either within or in close proximity to the
Borough. A very good network of highways, a large number of trucking firms, and a growing
warehouse industry make Carlisle an important hub in the nation’s transportation system.
Other noteworthy transportation elements include:

e Norfolk Southern, which transports freight via rail service.

e Capital Area Transit Authority Company which operates local area bus service within
the Borough, to other locations in Cumberland County, and to Harrisburg as well.

e RabbitTransit, a multi-county municipal transportation authority, currently oversees
shared ride operations in neighboring counties.

e Numerous charter and tour bus companies such as Elite Coach, Executive Coach, and
Wolf’s Bus Lines service the greater Carlisle area.

e The Carlisle Airport, for public and private use, is located southeast of the Borough in
South Middleton Township.

e Harrisburg International Airport, the nearest international airport, is approximately 25
miles to the east and is serviced Air Canada, Allegiant, American, Delta, and United

airlines.

e The Thurgood Marshall/BWI Airport is located 90 miles southeast of Carlisle.

PARKS & RECREATION

There are 163 acres of land on which various recreational
facilities operated by Carlisle Borough. Recreational
facilities include 17 parks, an outdoor swimming pool, an
outdoor Amphitheater, a multi-purpose cabin, a multi-
purpose Community Center, a private dog Park, and a
15-mile network of trails for walking, running, and
biking.

Amenities within the park system include a lighted ball
field, lighted tennis court/pickle ball courts, 5 outdoor
basketball pads, 2 lighted basketball courts, 9 parks with

playground equipment, 5 rentable pavilions, and 3 spray pools.

PUBLIC SAFETY

The police department includes 33 sworn officers. The fire department consists of two volunteer
fire companies with 30 active volunteers and 7 paid drivers. Funds to support the individual
companies come from a Borough appropriation and a variety of fund raising activities
undertaken by the volunteers.

Carlisle
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PARKING

Whether on High, Hanover, Pomfret or any other street in between, the public has a choice to
park in one of the Borough-owned lots, in the Parking Garage, or along the street at a meter.

o Off-street Parking Lots - 236 off-street parking spaces are located in six Borough-owned
parking lots. These lots serve monthly lessees as well as the general public. Lease
agreements allow individuals (resident or non-resident) to reserve a parking space for a
monthly fee. Many lessees work in or around the downtown area. Although not lease
designated, another lot available for the general public is a spacious metered lot
conveniently situated near the middle of downtown. This lot offers short-term meters
and they were specifically designed to allow frequent downtown visitors.

e Pomfret Street Parking Garage - is a facility that opened in the fall of 1999 that features
224 spaces available for both general public and private leased use. Currently, the
Borough offers 111 leases on a month-to-month renewal basis. The garage has five floors,
with four under roof. An elevator makes the garage handicap accessible. The garage is
open 24 hours a day, 7 days a week. The Borough has agreements with the Comfort
Suites Hotel and Cumberland County which allow shoppers, hotel guests, people
selected for jury duty, and other patrons to park in the garage at an hourly or daily rate.

e On-Street Metered Parking - meter zones have been established in the downtown area
based on business and residential locations. The Borough has 669 on-street metered
parking. The meter zones are divided into short-term (30 minute increments), long-term

(I-hour increments) and limited-term (30 minutes

I Insider Tip! maximum). Residents living on a street with parking
Making a quick stop? meters have the option to purchase a six-month parking
Turn the parking meter lease. In 2014, the Borough introduced a pay-by-phone
hj‘:e‘ﬂe” gﬁt (]‘D’;gsis)’sai‘s service for patrons to pay for metered parking. In 2020, the
get free parking for your Borough began its first phase of installing smart meters
first 15 minutes! downtown introducing the payment of in person credit

card payments.

FACILITIES

Borough facilities and locations include Borough Hall (53 W. South St.), Police Department (240
Lincoln St.), Community Center (415 Franklin St.), and Community Pool (1236 Franklin St.),
Public Works Garage (7 E. Garland Dr.), Parks Maintenance Garage (228 N. West St.), Water
Plant (165 Longs Gap Rd.), and Wastewater Treatment Plant (54 N. Middlesex Rd.).

PUBLIC WORKS INFRASTRUCTURE

The Borough maintains 56.7 miles of streets, 18 miles of avenues, 564 fire hydrants, 42 traffic
signals, 317 street lights, 990 storm water inlets, 1,314 water valves, 7,057 water meters, 77.2
miles of water mains, 4 water tanks, 28.5 miles of storm sewers, 69.5 miles of sanitary sewers,
and 5 pumping stations.

Carlisle
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Budget In Summary

SUMMARY OVERVIEW

The Borough budget is a robust document that serves to provide as much information as the
Reader may find beneficial, getting progressively more detailed as the Reader moves
throughout the budget. In an effort to give the Reader an overall understanding of the budget
and highlight key points, the budget is provided in the condensed format below.

This section of the budget starts with a snapshot of current year revenue sources as compared
to the previous year. This snapshot also identifies any major changes to rates that may have an
impact on 2022 budget revenue. Following the revenue summary is a snapshot of current year
expenditure uses as compared to the previous year. Finally, the Budget In Summary is broken
out by each fund and highlights fund specific information.

Summary Sources

The following information provides a highlight of 2022 revenues sources as compared to 2021
budget revenue sources in addition to any planned rate changes.

Budget Summary Sources
2022 2021 2022
Fund Name Sources Sources Differences Rate Information
01 General Fund $ 13,937,977 $ 13,345,493 $ 592,484 [No Tax Rate Increase
06 Water Fund 9,208,074 9,702,241 (494,167)(3.48 % Rate Increase
07 Stormwater Fund 2,825,876 2,552,560 273,316 |No Rate Change
08 Sewer Fund 9,533,444 9,016,115 517,329 |3.37% Rate Increase
09 Solid Waste Fund 1,437,175 1,380,371 56,804 [No Rate Change
18 Capital Projects Fund 7,462,829 12,948,097 (5,485,268)|N/A
32 Parking Fund 888,432 947,778 (59,346)[No Rate Change
35 Highway Aid Fund 680,000 660,000 20,000 IN/A
$ 45,973,807 $ 50,552,655 $ (4,578,848)

Summary Uses Borough Wide

The following information provides a highlight of 2022 uses / expenditures as compared to 2021
budget uses.

Carlisle

All-America ity
N l I l' Borough of Carlisle, Pennsylvania, 2022 Annual Budget Budget In Summary

2021

Page 27



Budget Summary Uses
2022 2021
Fund Name Uses Uses Differences

01 General Fund $ 13,937,977 $ 13,345,493 $ 592,484
06 Water Fund 9,153,471 9,702,241 (548,770)
07 Stormwater Fund 2,478,991 2,403,449 75,542
08 Sewer Fund 9,171,630 8,427,453 744,177
09 Solid Waste Fund 1,437,175 1,380,371 56,804
18 Capital Projects Fund 7,462,829 12,948,097 (5,485,268)
32 Parking Fund 888,432 947,778 (59,346)
35 Highway Aid Fund 680,000 660,000 20,000

$ 45,210,505 $ 49,814,882 $ (4,604,377)

GENERAL FUND
Fund Budget Summary
Fund Name Sources Uses Difference
01 General Fund $13,937,977 $13,937977 $ -

Revenues & Rates
e No 2022 Tax Increase. A tax rate increase is not proposed in the 2022 Budget. The last
time a tax rate increase occurred was in 2017 and related specifically to an adjustment of
the fire tax rate. The total real property tax rate is currently 3.495 mills ($3.495/$1,000 of
assessed value).

e No Planned Debt Issuance. The Borough no longer issues capital debt in the general
fund as all general capital related financings are reflected in the Capital Projects Fund. As
noted in the Capital Projects Fund section below, no new financings are proposed in that
fund either. The General Fund is responsible for transferring sufficient funds to pay for
debt service in the Capital Projects Fund. The current combined outstanding principal in
both the General Fund and the Capital Projects Fund is $9,885,972.

e Budget Deficit. The Borough anticipates using available fund balance reserves as a
revenue source to close the gap in the 2022 budget. Use of fund balance reserves in the
2022 budget will still allow the budget to end the year with reserves beyond Borough
Councils established goals (discussed in the fund balance section below).

e Notable Revenue Trends. Revenue growth is limited given the large reliance on tax
revenues, which do not change significantly unless an adjustment to the tax rate occurs.
The Borough saw declines in 2020 due to COVID-19 for its service related revenues
including recreation programming, community pool revenues, and building permit
related revenues. We are seeing a return to regular service related revenue levels as of
September 2021 and have budgeted 2022 with the expectation that another economic
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downturn will not occur. The 2022 budget and budgets going forward will continue to
reflect that revenues will remain neutral. The Borough has available reserves to cover any
shortfalls in revenue in any given budget year but the Borough continues to regularly
evaluate whether a tax rate increase is warranted considering the economic climate,
available fund balance reserves, and overall performance of the fund in the previous year.

Expenses
e Budget Expenses Increase. The 2022 budget expenses show an increase of approximately

$592,484. This is attributable to transfers to the Capital Projects Fund, rising costs of health
care (a 6.6% premium increase in 2022), and the costs associated with implementing new
governmental services and council programs.

e Service Level Changes. The 2022 budget includes funding in the Department of
Administration - Council Budget to implement new programs and services that will be
identified during the 2022 council goal planning sessions. The Borough continues to work
diligently to maintain the current level of service it provides while finding means to cut
costs through responsible budget management.

e Notable Expense Trends. The primary expenses of the Borough relate to Salaries, Wages,
& Benefits, which have seen major increases in recent years due to rising health care costs.
In the last several years, health care has fluctuated with increases between 6-15%. Budget
managers have been able to combat these increases by tightening their budgets related to
other operating expenses in addition to temporary hiring freezes. In 2021, a committee
was developed to evaluate and determine a course of action to review the medical
insurance plan. The committee submitted a recommendation that would provide an
additional total savings to the General Fund of approximately $22,000 and borough-wide
savings of $56,000. The Borough is also establishing a High Deductible Health Plan option
that incorporates a Health Savings Account. This additional plan option should
encourage a more conscientious use of medical services by employees and over time
reduce the health costs to the Borough.

Fund Balance
e Fund Balance Goal Met. Anticipated ending fund balance reserves are 54.23% or
$6,352,504. Council’s goal is 25%.

e Budget Deficit. As noted in the revenue section above there is a budgeted deficit in the
general fund for 2022. Anticipated operating deficit of $523,917 (as compared to 2021
operating deficit of $630,113). The use of fund balance at this time is made possible due
to available fund balance reserves in excess of Council’s goal.

A breakout of fund balance use follows:
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Fund Balance Use Breakout
General Fund: 2022 2021
Fund Balance Use $ 914,308 $ 630,113
Allocation:
One-Time Funding - Capital Projects $ (340,391) $ -
One-Time Funding - Carlisle Seal Change (50,000) -
Operation Funding - Debt Service (523,917) (630,113)

e 2020 Deficit and COVID-19 Management. The 2020 Budget was developed with an
anticipated $581,020 deficit, which did not occur. During 2020, the Borough reacted to the
outbreak of the COVID-19 pandemic focusing on reducing costs and eliminating certain
services in alignment with CDC Guidance and the Pennsylvania Governor’s orders.
Instead of a $581,020 deficit, the Borough was able to achieve a General Fund surplus of
$499,545, as shown in the most recent audited financials.

e Notable Fund Balance Trends. The 2022 budget anticipates that operating revenues will
be surpassed by operating expenses. The primary methods for correcting this would be
increases in Revenue Sources (primarily tax increases) or decreases to ongoing operating
expenses. Each budget year the Borough evaluates where costs can be reduced, and
whether or not a reduction in services is warranted, a tax increase is appropriate, or
whether to rely on available fund balance reserves.

In the short-term, the Borough has sufficient fund balance reserves to both meet the
ongoing needs of the General Fund while also remaining above the determined fund
balance goals of council. In the long-term, a regular use of fund balance reserves to meet
operating needs would end with a depleted reserve balance. Should no changes be made
it can be expected that the General Fund will deplete its fund balance reserves by 2026
taking into account nearly $2.7 Million in projected capital needs.

The current real estate tax rate of 3.495 mills ($3.495/$1,000 of assessed property value)
would need to be adjusted to 4.105 ($4.105/%$1,000 of assessed property value) in the 2022
budget in order to maintain councils fund balance goals through 2026. For a property
valued at $150,000 this would translate to a $91.50 increase year over year (2022: $615.75,
2021: $524.25).

Changes to Adopted Budget
e Adopted Budget Changes: No changes between the Proposed and Adopted Budget were
made.

Note: For more information and year over year activity on the General Fund, please see the
“General Fund Summary” in the “Financial Summaries” section of this budget.
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WATER FUND

Fund Budget Summary
Fund Name Sources Uses Difference
06 Water Fund $ 9,208,074 $ 9,153,471 $ 54,603

Revenues & Rates
e 2022 Rate Increase Planned. The 2022 Budget proposes a I Fact!
rate increase of 3.48% translating to a rate of $5.95 per 100

The cost to customers for

cubic feet (approximately 748 gallons) of water S fhim kims ot e o

consumption. than 1¢ per gallon!

According to the EPA, a typical person uses approximately 7,920 gallons per quarter
(1100 cubic feet). Using this information a single user in 2021 would see a typical bill of
$63 and a family of four would see a bill of $253. In 2022, the single user could expect to
see a $65 quarterly bill ($2 increase) and the family of four could expect a quarterly bill of
$262 (%9 increase).

e No Planned Debt Issuance. The 2022 Budget does not propose a debt issuance but rather
uses existing and available bonds totaling $4,614,250. The current outstanding principal
in the water fund is $11,453,690.

e Budget Surplus. The Borough anticipates a budget surplus of $54,603 in the water fund.

e Notable Revenue Trends. The primary revenue source in the Water Fund is Charges for
Services, which has seen consistent increases due to the recommended rate adjustments
garnered from a 2018 Water Rate study performed by Gannet Fleming. However, overall
revenue has seen consistent declines in Other Revenue, which is attributable to limited
construction activity and the decrease in Water Capacity Tapping Fees over the years.
The Borough is built out and the expectation is that Water Capacity Tapping Fees will
continue decreasing over time.

Expenses
e Budget Operating Expenses Increased. The 2022 budget operating expenses show an

anticipated increase of $49,241. This is primarily attributable to rising costs of health care
(anticipating a 6.6% premium increase in 2022).
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e Planned Capital of $4,936,750 (5 year: $14,852,250). Largest of which includes the Water
System Rehabilitation ($3,000,000) and Transmission Line Replacement ($875,500).

e Service Level Changing.

o Smart Water Meter Implementation. The Borough began installing the next phase
of its water meter program in 2021, which will result in water meters having the
ability to be read remotely from a tower. This will allow for almost instantaneous
readings available to customers as well as aid in leak detection. Currently, if
customers are not vigilant they may not learn of a leak until the quarter has ended
and the customer is billed. This will enable the Borough to assist and notify
customers when suspected leaks exist. The Borough anticipates that this
improvement to services will be fully implemented in 2022.

o Preventative Maintenance. The 2022 budget incorporates costs associated with
preventative maintenance on the infrastructure of the water line and systems. This
includes a focus on preventing water leaks and limiting the effects of water line
main breaks by instituting a regular valve replacement and exercising program to
ensure that water shutoff is achievable.

o Overall. Overall, the Borough is working to maintain the current levels of service
while finding areas that costs can be reduced without affecting service levels. The
Borough continues to be proactive in its water line rehabilitation program, which
is planned to see between 1-mile and 2-miles of water line rehabilitation each year
for the foreseeable future.

e Notable Expense Trends. Primary expenses relate to Salaries, Wages, & Benefits, which
have seen major increases in recent years due to rising health care costs. In the last several
years, health care has fluctuated with increases between 6-15%. As discussed above in the
General Fund, a committee was developed to evaluate and determine a course of action
to review the medical insurance plan. The committee submitted a recommendation that
would provide an additional savings to the water fund of approximately $11,002. The
Borough is also establishing a High Deductible Health Plan option that incorporates a
Health Savings Account. This addition should encourage a more conscientious use of
medical services by employees and over time reduce the health costs to the Borough.

Fund Balance
e Fund Balance Goal Met. Anticipated ending fund balance reserves are 131.57%.
Council’s goal is 25%.

e Budget Surplus. As noted in the revenue section above there is a budget surplus
incorporated in the 2022 budget of $54,603. It is also worth noting that Operating
Revenues exceed Operating Expenses by approximately $377,103 and that $322,500 in
current operating revenues are paying for current year capital needs.
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e Notable Fund Balance Trends. As indicated above, the Borough has a large reserve
balance in the water fund. This reserve balance is by design and will be used in the
coming years to pay for the rehabilitation of the aging water system. The 2022 budget
reflects an intentional preventative maintenance of the Borough'’s infrastructure to ensure
that we remain responsible and consistent in the services we provide to water consumers.

Changes to Adopted Budget
e Adopted Budget Changes: No changes between the Proposed and Adopted Budget were
made.

Note: For more information and year over year activity on the Water Fund, please see the
“Water Fund Summary” in the “Financial Summaries” section of this budget.

STORMWATER FUND
Fund Budget Summary
Fund Name Sources Uses Difference
07 Stormwater Fund $ 2,825876 $ 2,478,991 $ 346,885

Revenues & Rates

e No 2022 Stormwater Fee Increase. A stormwater fee increase is not proposed in the 2022
budget. Rates were initially established projecting out 5 years with a start date of 2019.

e No Planned Debt Issuance. The 2022 Budget does not propose a debt issuance but rather
uses existing and available bonds totaling $553,750. The current outstanding principal in
the stormwater fund is $1,304,259.

e Budget Surplus. The Borough anticipates a budget surplus of $346,885 in the stormwater
fund.

e Notable Revenue Trends. The Stormwater fund was established in 2019 and has not fully
implemented its rehabilitation program. As a result, revenues collected are sufficient to
cover existing capital and operating needs but the overall trend is neutral with exception
to new revenue sources specific to capital.

Expenses
e Budget Operating Expenses Decrease. Operating expenditures are anticipated to

decrease in 2022 by approximately 8.66% or $134,421. This is primarily attributable to
better than anticipated debt service rates achieved in the 2021 debt issuance.

e Planned Capital of $1,061,250 (5 year: $3,195,807). Largest of which includes the Bedford
and E Street Transportation Improvements ($500,000).
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e Service Level Changing.

o 2022 Use of Leaf Vacuum Truck. The Borough anticipates that it will receive grant
funds by the end of 2021 to be used towards the purchase of a Leaf Vacuum Truck.
Depending on the global market and the ability to receive the truck timely, it may
be used in 2022 to provide a new service to customers in the form of leaf pick-up.
If such a purchase is made customers will be able to rake their leaves to the curb
for pickup by the truck. Currently, customers need to bag their leaves for
collection. This will reduce the financial and physical burden on our customers
caused by the purchasing and filling of required bagging materials.

o Opverall. The Stormwater Fund was established in 2019, as such customers can
continue to expect increases in the level of service offered as the Borough
addresses rehabilitation projects identified through a Stormwater Evaluation
Study.

e Notable Expense Trends. The Stormwater fund was established in 2019 and has not fully
implemented its rehabilitation program. As a result, expenditures are trending relatively
neutral until we are able to implement the rehabilitation plan and ongoing preventative
maintenance for the aging stormwater infrastructure.

Fund Balance

e Fund Balance Goal Met. Anticipated ending fund balance reserves are 121.34%.
Council’s goal is 25%.

e Budget Surplus. As noted in the revenue section above there is a budget surplus
incorporated in the 2022 budget of $346,885. It is also worth noting that Operating
Revenues exceed Operating Expenses by approximately $854,385 and that $507,500 in
current operating revenues are paying for current year capital needs.

e Notable Fund Balance Trends. The Stormwater Fund was established in 2019 and has
not fully implemented the planned rehabilitation program for the aging stormwater
infrastructure. As a result, we are seeing a growth in fund balance reserves that will be
used towards the capital needs of future years.

Changes to Adopted Budget

e Adopted Budget Changes: No changes between the Proposed and Adopted Budget were
made.

Note: For more information and year over year activity on the Stormwater Fund, please see
the “Stormwater Fund Summary” in the “Financial Summaries” section of this budget.
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SEWER FUND

Fund Budget Summary
Fund Name Sources Uses Difference
08 Sewer Fund $ 9533444 $ 9,171,630 $ 361,814

Revenues & Rates

e 2022 Rate Increase Planned. The 2022 Budget proposes a rate increase of 3.37%
translating to a rate of $7.66 per 100 cubic feet (approximately 748 gallons) of water
consumption.

According to the EPA a typical person uses approximately 7,920 gallons per quarter (1100
cubic feet). Using this information a single user in 2021 would see a typical bill of $82 and
a family of four would see a bill of $326. In 2022, the single user could expect to see an
$84 quarterly bill ($2 increase) and the family of four could expect a quarterly bill of $337
($11 increase).

e No Planned Debt Issuance. The 2022 Budget does not propose a debt issuance but rather
uses existing and available bonds totaling $2,580,376. The current outstanding principal
in the sewer fund is $18,067,579.

¢ Budget Surplus. The Borough anticipates a budget surplus of $361,814 in the sewer fund.

e Notable Revenue Trends. The primary revenue source in the sewer fund is Charges for
Services, which has seen consistent increases due to the recommended rate adjustments
garnered from a 2018 Water Rate study performed by Gannet Fleming. However, the
Borough has seen consistent decreases in Other Revenue due to limited construction
activity and the decrease in Sewer Tapping Fees over the years. The Borough is built out
and the expectation is that Sewer Tapping Fees will continue decreasing over time.

Expenses

e Budget Operating Expenses Decrease. The 2022 sewer fund operating budget anticipates
that expenditures will decrease by approximately 1.94% (net of capital expenditures).
This can primarily be attributed to savings achieved during the 2021 debt issuance that
reduced overall debt service requirements.

e Planned Capital of $3,564,750 (5 year: $27,842,450). Largest of which includes the Sewer
System Rehabilitation ($2,532,000).

o ATAD Project Study. The budget is also proposed to include a study related to

the Borough'’s Bio-solids Program. Depending on the results of the study, future
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capital costs may include $9.3 million for the implementation of an Auto-thermal
Thermophilic Aerobic Digestion (ATAD) Project.

e Service Level Changing.

o Preventative Maintenance. The 2022 budget incorporates costs associated with
preventative maintenance on the infrastructure of the sewer line and systems. This
includes a focus on preventing infiltration of ground water into the system.

o Overall. Overall, the Borough is working to maintain the current levels of service
while finding areas that costs can be reduced without impacting service levels. The
Borough continues to be proactive in its sewer line rehabilitation program, which
is planned to see between 1-mile and 2-miles of sewer line rehabilitation each year
for the foreseeable future.

e Notable Expense Trends. The primary expenses relate to Salaries, Wages, & Benefits,
which have seen major increases in recent years due to rising health care costs. In the last
several years, health care has fluctuated with increases between 6-15%. As discussed
above in the General Fund, a committee was developed to evaluate and determine a
course of action to review the medical insurance plan. The committee submitted a
recommendation that would provide an additional savings to the sewer fund of
approximately $17,190 in employee contributions. The Borough is also establishing a
High Deductible Health Plan option that incorporates a Health Savings Account. This
addition should encourage a more conscientious use of medical services by employees
and over time reduce the health costs to the Borough.

Fund Balance
e Fund Balance Goal Met. Anticipated ending fund balance reserves are 209.96%.
Council’s goal is 50%.

e Budget Surplus. As noted in the revenue section above there is a budget surplus
incorporated in the 2022 budget of $361,814. It is also worth noting that Operating
Revenues exceed Operating Expenses by approximately $1,346,188 and that $984,374 in
current operating revenues are paying for current year capital needs.

e Notable Fund Balance Trends. As indicated above, the Borough has a large reserve
balance in the sewer fund. This reserve balance is by design and will be used in the
coming years to pay for the rehabilitation of the aging sewer system. The 2022 budget
reflects an intentional preventative maintenance of the Borough'’s infrastructure to ensure
that we remain responsible and consistent in the services we provide to sewer customers.
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Changes to Adopted Budget
e Adopted Budget Changes: No changes between the Proposed and Adopted Budget were
made.

Note: For more information and year over year activity on the Sewer Fund, please see the
“Sewer Fund Summary” in the “Financial Summaries” section of this budget.

SOLID WASTE FUND
Fund Budget Summary
Fund Name Sources Uses Difference
09 Solid Waste Fund $ 1437175 $ 1,437,175 $ -

Revenues & Rates

e No 2022 Trash Bag Rate Increase. Customers and residents are charged on a per bag
basis for solid waste collection and recycling. In 2022, there will be no changes to the
existing rate of $5.85 per bag due to the economic challenges faced by customers
responding to COVID-19 and efforts on the part of the Borough to offer financial relief to
customers where able. Should an emergency arise and funding is needed, a loan from the
general fund would be necessary or alternative grant funding used.

e Budget Deficit. The Borough anticipates using available fund balance reserves as a
revenue source totaling $147,424 to close the gap in the 2022 budget.

e No Planned Debt Issuance. The 2022 budget does not propose a debt issuance. The
current outstanding principal in the solid waste fund is $69,204.

e Notable Revenue Trends. Revenues will remain relatively unchanged and will continue
to remain unchanged unless a price increase is made to the Borough Trash Bags. This
service alone makes up approximately 85% of the funds revenues.

Expense
e Budget Operating Expenses Increase. The 2022 budget operating expenses show an

anticipated increase of $56,804. This is primarily attributable to rising costs of contracted
solid waste and recycling collection services.

e No Planned Capital Expenses. No funding is allocated to be spent on capital needs in
2022.
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e Service Level Changes:

o Trash Bag Delivery. Due to the COVID-19 pandemic, the Borough implemented
a trash bag delivery service for customers. Customers who are unable or unwilling
to go into stores to purchase trash bags may call and order trash bags from the
Borough and the Borough will deliver these trash bags to the customers door at no
additional charge to the customer.

o Overall. Overall, the Borough is working to maintain the current levels of service
while finding areas that costs can be reduced without affecting service levels.

e Notable Expense Trends. Primary expenses relate to Solid Waste Collection, Disposal,
and Recycling. In 2020, the Borough entered a new contract which saw an 80% increase
over previous contracts. In 2021 and 2022, the costs continue to rise 3% each year. A new
contract is anticipated in 2023 and the Borough will be working diligently through 2022
to determine ways to reduce costs associated with this fund.

Fund Balance
e Fund Balance Goal Met. Anticipated ending fund balance reserves are 4.94%. Council’s
goal is 25%. To maintain a $100,000 reserve balance the reserves would need to be at
6.96% or a revenue increase/expense decrease of $29,054.

e Budget Deficit. The 2022 budget anticipates that operating revenues will be surpassed
by operating expenses. The primary reason for this change in 2022 is the continued
increases in Solid Waste Collection fees not matched by increases in trash bag rates. The
anticipated budget deficit is $147,424 in 2022.

Notable Fund Balance Trends. The last several years have been marked with a decrease
in fund balance reserves to assist in meeting cost demands of the current solid waste and
recycling market. At the current rate, the fund balance in this fund will be depleted within
a year or two should no changes be made to trash bag price. A rate of $6.00 per bag would
be needed to maintain a reserve balance of $100,000 in 2022 and a rate of $7.30 would be
needed to achieve councils 25% fund balance reserve goal.

Changes to Adopted Budget
e Adopted Budget Changes: No changes between the Proposed and Adopted Budget were
made.

Note: For more information and year over year activity on the Solid Waste Fund, please see
the “Solid Waste Fund Summary” in the “Financial Summaries” section of this budget.
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CAPITAL PROJECTS FUND

Note: The Capital Projects Fund is a non-operating fund and as such does not generate revenues
(with exception to a small amount of interest) and expenditures are capital in nature with
exception to Debt Service. Additionally, any fund balance available is restricted for capital
projects.

Fund Budget Summary
Fund Name Sources Uses Difference
18 Capital Projects Fund $ 7,462,829 $ 7,462,829 $ -

Revenues
e No Planned Debt Issuance. The 2022 Budget does not propose a debt issuance but rather
uses existing and available bonds totaling $1,146,428. The current outstanding principal
in the capital projects fund is $7,313,986.

Expense
e Debt Service Decrease. The 2022 budget reflects a significant decrease in debt service
due to a refinancing that occurred in 2021.

e Planned Capital of $7,007,426 (5 year: $15,983,108). Largest of which includes the Urban
Redevelopment Plan (TIF) - TIGER ($3,119,000) and the Urban Redevelopment Plan (TIF)
- Project 1 ($2,184,000).

Changes to Adopted Budget
e Adopted Budget Changes: No changes between the Proposed and Adopted Budget were
made.

Note: For more information and year over year activity on the Capital Projects Fund, please
see the “Capital Projects Fund Summary” in the “Financial Summaries” section of this

budget.
PARKING FUND
Fund Budget Summary
Fund Name Sources Uses Difference
32 Parking Fund $ 888,432 $ 888,432 $ -

Revenues & Rates

e No Parking Rate Increases. A parking rate increase is not proposed in the 2022 Budget.
The most recent increase included a rate increase for smart meters; however, we have not
yet been able to determine the overall impact the new rates will have on parking. This is
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due to an implementation of a moratorium on parking tickets and fees in recent years
due to COVID-109.

e No Planned Debt Issuance. The 2022 Budget does not propose a debt issuance but rather
uses existing and available bonds totaling $100,000. The current outstanding principal in
the parking fund is $524,296.

e Notable Revenue Trends. Revenues will remain relatively unchanged and will continue
to remain unchanged unless a price increase is made to the parking rates. The Borough
will be evaluating parking rates in the coming year to determine if a rate increase is
appropriate. The primary obstacle on determining this for the budget is due to the impact
of COVID-19 and the inability to determine what, if any, impact the 2020 smart meter
parking rate increase has on the overall revenue trends. This is not determinable at this
time given COVID-19 and a reduction in revenues due to a moratorium being placed on
parking tickets and requirements for paying meters.

Expense
e Budget Operating Expenses Increase. The 2022 budget operating expenses show an

increase of approximately $55,217 or 8.75%. The primary costs attributable to this increase
include the addition of a newly created position that will be partially funded out of
parking.

e Planned Capital of $202,100 (5 year: $787,625). Largest of which includes improvements
to the parking garage ($125,000).

e Service Level Changes:

o To Go Curbside Parking. In response to COVID-19, the Borough instituted a
program that allowed downtown businesses to occupy one metered space
designating it as a pickup space for curbside service at no cost.

o Overall. Overall, the Borough is working to maintain the current levels of service
while finding areas that costs can be reduced without affecting service levels.

e Notable Expense Trends. Typically, expenditures are relatively consistent year over
year. However, in 2022 the fund is seeing an increase in costs due to the allocation of a
new positions salary and benefits being partially funded by the parking fund as well as
to the implementation of new services including downtown snow removal.

Fund Balance
e Fund Balance Goal Met. Anticipated ending fund balance reserves are 129.57%.
Council’s goal is 50%.
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e Budget Deficit. It is also anticipated that the Borough will utilize additional reserves to
help fund capital projects 2022 totaling $90,143 in fund balance reserves.

e Notable Fund Balance Trends. The Borough has a large reserve balance in the parking
fund. This reserve balance is by design and will be used in the coming years to pay for
the rehabilitation of the parking garage. The 2022 budget reflects an intentional
preventative maintenance of the Boroughs parking garage to ensure that we remain
responsible and consistent in the services we provide to parking consumers.

Changes to Adopted Budget
e Adopted Budget Changes: No changes between the Proposed and Adopted Budget were
made.

Note: For more information and year over year activity on the Parking Fund, please see the
“Parking Fund Summary” in the “Financial Summaries” section of this budget.

HIGHWAY AID FUND

Note: The Highway Aid Fund is a non-operating fund and as such does not generate revenues
(with exception to a small amount of interest) and expenditures are capital in nature.
Additionally, any fund balance available is restricted for eligible Highway Aid projects.

Fund Budget Summary
Fund Name Sources Uses Difference
35 Highway Aid Fund $ 680,000 $ 680,000 $ -

Revenues
e Liquid Fuels Grant. The 2022 budget reflects an anticipated Liquid Fuels allocation of
$504,286, a slight decrease from the $511,987 received in 2021.

Expense
e Planned Capital of $680,000 (5 year: $3,646,000). All planned capital projects in 2022
relate directly to Street & Highway Improvements ($680,000).

Changes to Adopted Budget
e Adopted Budget Changes: No changes between the Proposed and Adopted Budget were
made.

Note: For more information and year over year activity on the Highway Aid Fund, please see
the “Highway Aid Fund Summary” in the “Financial Summaries” section of this budget.

Carlisle

All:America Eity
N l I l' Borough of Carlisle, Pennsylvania, 2022 Annual Budget Budget In Summary

2021

Page 41



[This Page Intentionally Left Blank]

Page 42



Carlisle Carlisle

Lt Lt k]
|y . - |y
Multi-Year Projections
OVERVIEW

Carlisle periodically performs multi-year reviews of Borough revenues and expenditures. This
is done to inform the public, elected officials, and staff of potential opportunities and problems
the organization will be facing in the coming years. Both positive and negative impacts of the
latest long-term reviews are summarized below by fund.

GENERAL FUND

e COVID-19 Economy. As the nation’s economy has struggled through 2020 and 2021 due
to the COVID-19 pandemic, the Borough realized the same negative impact on program
related revenues and adjusted expenses accordingly. The uncertainty of whether or not
another economic downturn will occur in 2022 and years thereafter is cause for concern
as it pertains to future revenues. Fortunately, the Borough has reserves that it can use in
to satisfy short-term downturns in the economy and should revenue sources not return
to normal the Borough would need to take a more refined look at services and determine
what programs are viable and which need to be modified to ensure the stability of the
General Funds reserves.

> Timeline:

» 2022: The Borough is building its budget with the assumption that an
economic downturn will not occur in 2022 and that a normalization of
revenues will occur.

* 2023 and beyond: While it is uncertain how long the economy will be
impacted by COVID-19 and whether or not a severe downturn will occur,
the Borough is remaining vigilant and continues to develop strategies in the
long term. This includes efforts being made to our Information Technology
(IT) infrastructure. Improvements have been made to ensure we have the
capabilities to efficiently offer remote working opportunities, and offer
improved digital internal and public meeting forums.

> Relevant Borough Council Goals:

» Transparency: Live Stream Council Workshops and Meetings - improved IT
Infrastructure allows for improved streaming capabilities.

* Transparency: Provide additional documentation on agenda topics in advance of
Council Meetings - as we adapted for the virtual meeting format we have
also naturally made information available electronically. We continue to
monitor options that would allow for a more robust electronic platform.

e Urban Redevelopment Plan. One of the most significant opportunities for the general
fund in the next few years involves the Carlisle Urban Redevelopment Plan and its
potential impact on the local economy. The plan will improve the overall economic
condition of the Borough through revitalization of three vacant industrial sites totaling
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more than 60 acres. This will increase employment opportunities and expand the
Borough’s tax base. Estimates for the total cost of public infrastructure improvements for
the plan are in excess of $20 million split over several years. To date the Borough has been
awarded more than $12 million in state and federal grants. In addition, the first phase of
tax increment financing provided by the Cumberland County Industrial Development
Authority in the amount of $7.9 million was received at the end of 2017. The Borough
continues to monitor the redevelopment with hopes that a second phase of tax increment
financing will occur or that the Borough may see reimbursement for outlay with excess
tax revenues on the site.
> Timeline:

» 2022: The Borough continues to monitor the project in the short-term with
the understanding that the Borough has a limited guarantee that could be
called in the first five years of the project. This guarantee requires the
Borough to cover an shortfall in debt service for the first five years. The fifth
year of this guarantee is 2022. The Borough has not formally been notified
that a call on the guarantee is to occur but should such a requirement occur
the Borough could be required to pay nearly $1 million in debt service on
the tax increment financing.

* 2023 and beyond: This project is a long-term program. While COVID-19
has played a major role in the delays surrounding development of the site
this project is regularly considered when planning for the long-term. Given
that a refinancing occurred in 2021 to pay for parts of this project, heavy
consideration is given on how the Borough can promote development
within this project area to potentially see additional compensation to cover
project costs.

» Relevant Borough Council Goals:

» Carlisle Urban Redevelopment Plan: Continue public communication
strategy for transportation improvements/disruptions. As this program
continues to develop, the Borough has coordinated outreach meetings with
neighborhoods affected by the development.

e Police. Under the state’s Act 111, the Borough and its police force entered into a collective
bargaining agreement that establishes wages, hours, and other conditions of employment
and benefits for the period January 1, 2020 through December 31, 2023. This collective
bargaining agreement provides a sense of certainty as it pertains to future costs and the
revenue requirements needed.

> Timeline:

» 2022: The Borough is in its third year of the collective bargaining agreement
and as such budgeted based on the requirements of the agreement.

» 2023 and beyond: The budget for the Police makes up approximately 34 %
of the overall General Fund Budget. As a result, as we approach 2023 the
discussions surrounding the collective bargaining agreement will be a
significant factor in long-term planning to ensure we remain fiscally
responsible.
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> Relevant Borough Council Goals:
* Transparency: Expand public understanding of the price of government linking

to the cost of services and citizens' expectations, needs, and ability to pay. As
considerations are made for potential rate increases to offset the cost of
services provided this will be an area where we may be able to increase
the public’s understanding around the level of service we provide and the
resulting costs of that service. Surrounding municipalities do not have
their own police force, which results in lower tax requirements but is a
tradeoff for less governmental services.

Succession Planning. A significant number of the Borough’s workforce are eligible for
retirement. This process may accelerate in the next few years. Strategies have been
developed and are being refined to determine how best to manage this process. The
knowledge and experience these departing employees will take with them is a concern;
however, transitioning to new employees offers advantages as well. The Borough has
taken steps to emphasize cross training to ensure that the impact on services during a
period of transition is minimal.
> Timeline:

= 2022: The Borough has increased the budget for formal training
opportunities to improve both staff level and senior staff level expertise.
The strategy behind this is to ensure that employees are informed enough
to continue operating should employee transitions occur.

* 2023 and beyond: This is an ongoing strategy that extends well beyond the
current budget year and as such will continue to be at the forefront of long-
term decision making strategies. The Borough is also encouraging cross-
training and increasing employee involvement so that they are encouraged
to have pride in their work. An example of this is the creation of a health
insurance committee that is made up of staff members who are given the
flexibility to review and provide recommendations for future changes to
the medical insurance plans starting in 2022.

> Relevant Borough Council Goals:
* Personnel: All supervisors attend advanced leadership training course; review

and continue department supervisory training. Supervisors are regularly
encouraged to budget for trainings.

* Personnel: Promote a culture of service, pride, integrity, responsibility,
innovation and teamwork. Staff are being encouraged to take on more
responsibility as they cross-train positions and are encouraged to
participate in committee’s that provide suggestions to management for
employee related benefits.

Employee Medical Benefits. The cost of medical benefits has increased significantly over
the last several years reflecting anticipated increases from 6-15% each year. In 2022, the
Borough was told to expect a 6.6% increase in medical costs. These increases are
anticipated to continue over the next several years and is one of the largest impacts on
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the Borough’s budget. In response to this, the Borough is evaluating its medical benefit
offerings to determine the best ratio to ensure the offerings remain competitive but are
reasonable in their cost.

> Timeline:

» 2022: The Borough has budgeted for increases as they directly relate to the
medical benefits. Additionally, a committee has been formed primarily of
non-supervisory employees who worked throughout 2021 to review the
existing medical plan and offerings to determine where savings may be
achieved. The recommendations of that committee are incorporated into
the 2022 budget.

* 2023 and beyond: It is anticipated that starting in 2022 changes will be
implemented that are developed from recommendations by the health
insurance committee that was formed in 2021. With the ongoing increase in
medical coverage premiums, one of the highest increasing operating
expenses the Borough experiences, year over year we continue to keep this
at the forefront of our long-term decision-making.

» Relevant Borough Council Goals:
» Personnel: Evaluate Medical Insurance options including options for plan

design changes. A health insurance committee has been formed to evaluate
the existing medical insurance plan and will consider options for changes
that may aid in offsetting the rising costs of providing such a program.

Pension costs. The Borough provides defined benefit plans as a retirement vehicle for
many of its employees. In periods of below average investment returns, the Borough’s
pension costs can fluctuate dramatically. This can negatively impact the Borough's
funding of its pension plans by increasing the required contributions needed to
adequately fund the plans. However, the Borough has resisted suggestions to change the
provisions of its defined benefit plans and has instituted a defined contribution plan for
senior staff and directors.
> Timeline:
= 2022: The Borough is currently adequately funded based on anticipated
pension requirements. However, this is in large part due to the assistance
of state funding that is provided to the Borough to meet these pension
funding requirements.
* 2023 and beyond: While uncertain, there is the ongoing concern that the
Borough may not continue to receive state aid to fund its existing pension
plans. As aresult, this will ultimately rely on General Fund revenues should
insufficient funding be received and as we continue monitoring our long-
term projections; we keep this possibility in mind.
» Relevant Borough Council Goals:

*» Revenue:  Diversify revenues. Explore other PA Boroughs and municipalities
with goal of keeping taxes as low as possible while still adding community
benefits.

Borough of Carlisle, Pennsylvania, 2022 Annual Budget Multi-Year Projections

Page 46



e Federal Funding. The Borough receives funding under the Community Development
Block Grant program designed to assist communities, such as Carlisle, which have low-
to-moderate income areas. If funding should be reduced, the Borough would not be able
to fund the significant financial assistance to local residents under its current funding
programs. However, the Borough has been awarded other federal grants including a $5
million TIGER grant to assist with the Carlisle Urban Redevelopment Plan. While these
grant funds are useful, they are most likely not recurring.

> Timeline:

= 2022: The 2022 budget year reflects anticipate usage and receipt of federal
funding. As a result, the services that are offered will not substantially
change year over year.

* 2023 and beyond: While uncertain, there is the ongoing concern that the
Borough may not continue to receive federal funding and as a result may
need to either modify its level of service for those programs relying on
federal funding or locate alternative revenue sources. As a result, there is
the possibility that the Borough will not receive sufficient funding so we
keep this in mind as we monitor our long-term projections.

> Relevant Borough Council Goals:

*» Revenue:  Diversify revenues. Explore other PA Boroughs and municipalities
with goal of keeping taxes as low as possible while still adding community
benefits.

e State Funding. The Borough’s road paving program is funded nearly 100% through
Pennsylvania’s Liquid Fuels Tax program, shown as the Highway Aid Fund. This
funding source is projected to stagnate or slightly decrease over the next few years. New
federal regulations, which require updates to sidewalk ramps to increase accessibility for
the disabled, has decreased the amount of Liquid Fuels Tax revenue leftover for paving
each year. As state funding decreases, the burden for funding the road-paving program
will be placed on the taxpayers.

> Timeline:

= 2022: The 2022 budget year reflects anticipate usage and receipt of state
funding. However, in 2022 we noted a decline in the amount of Highway
Aid Funding we are receiving and will rely on existing fund balance to meet
the requirement of our streets programs.

* 2023 and beyond: While uncertain, there is the ongoing concern that the
Borough may not continue to receive state funding and as a result may need
to either modify its level of service for those programs relying on state
funding or locate alternative revenue sources. As a result, there is the
possibility that the Borough will not receive sufficient funding so we keep
this in mind as we monitor our long-term projections.

» Relevant Borough Council Goals:

*» Revenue:  Diversify revenues. Explore other PA Boroughs and municipalities
with goal of keeping taxes as low as possible while still adding community
benefits.
ey
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e Volunteer Fire Companies. The Borough is fortunate to have two solid volunteer fire
companies providing services to residents. However, volunteer fire departments across
the nation have been in decline for years making it harder for volunteer companies to
have qualified members. Programs for the recruitment and retention of volunteer
firefighters have been initiated by the Borough to alleviate some of these challenges.
Nevertheless, a scenario that would be the most costly would be if the Borough had to
establish a fire department fully funded by the taxpayer. Such a program is anticipated
to cost over $1 Million per year. The Borough and its surrounding municipalities are
considering the implementation of a regional volunteer firefighter program, which
would help defray the costs from any one municipality and avoid competing recruitment
efforts.

> Timeline:

= 2022: The 2022 budget year reflects continued financial support of our
volunteer fire companies.

* 2023 and beyond: While the availability of volunteers is uncertain, the
Borough may need to consider the possibility for shared services with
surrounding municipalities and the impact that may have on future
budgets. Should the volunteer program seize to function it could result in
increased operating expenditures of over $1 million per year to finance a
paid fire program.

» Relevant Borough Council Goals:

» Shared Services:  Explore opportunities for shared services, especially those

services authorized by the Intergovernmental Cooperation Act.

* Volunteerism: Continue working group discussions consisting of area

municipal representatives and fire companies to continue evaluating
regionalization of fire service.

* Volunteerism: Explore ways to create incentives to increase and retain
volunteer firefighters.

» Public Education: Youth involvement in emergency services. Potentially

develop a youth commission that could promote volunteerism and involvement in
the fire department, emergency services, etc.

WATER FUND

Opportunities

The primary opportunity for the water fund in the next few years is increasing the usage of the
water plant by marketing available capacity to neighboring municipalities, which have
significant development opportunities.

Challenges
The primary challenge for the fund in the next few years is the age of the water distribution

system. As the system continues to age, the Borough can expect costs to increase significantly to
ensure the system operates as efficiently and effectively as possible. An engineering analysis of
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the water distribution system has been completed. Extensive capital improvements to the
distribution infrastructure will be required in the coming years to maintain a strong system.
Increased spending on capital improvements and increases in user fees is occurring on an annual
basis. The Borough has strong reserves that it continues to drawdown on to help smooth rate
increases needed to fund the capital program.

> Timeline:

= 2022: The 2022 budget year reflects continued improvements and
rehabilitation to the water distribution system.

»= 2023 and beyond: The rehabilitation plan is an ongoing plan that is
anticipated to continue for at least the next 50 years with improvements
anticipated of 1 to 2 miles of rehabilitation each year. On average, each mile
of rehabilitation results in $1 million of funding requirements. With
substantial costs anticipated this is an ongoing consideration as we plan for
the future.

> Relevant Borough Council Goals:
* Infrastructure: Continue to advance infrastructure work and dedicate funding

to tackle the issues of the Borough's aging systems.

= Public Education: Collaborate with School District to involve schoolchildren so

they can be educated about the importance of Borough infrastructure.

Revenue Rate Evaluation

In 2018, the Borough undertook a comprehensive rate study to determine the proper mix of pay-
go and bond issuances. The final recommendations recommended annual increases over the
next several years. In 2022, the Borough continues to follow the recommendations made and are
planning to increase rates by approximately 3.48%. Additional information on the proposed
increases can be found in Section 3, Financial Summaries, for the Water Fund.

STORMWATER FUND

Opportunities

The primary opportunity for the stormwater fund in the next few years is utilizing stormwater
management fees to improve stormwater infrastructure and reduce the number of flooding
incidents in the Borough. The stormwater management fee was fully implemented in July 2019.

Challenges
The primary challenge for the fund in the next few years is the age of the stormwater

management system. As the system continues to age, the Borough can expect costs to increase
significantly to ensure the system operates as efficiently and effectively as possible. The Borough
received a M54 stormwater permit in 2015, which requires a more stringent stormwater program
going forward. As more regulations are enacted, the Borough will likely incur increased costs to
comply with them. Extensive capital improvements to the distribution infrastructure will be
required in the coming years to maintain a strong system. Increased spending on capital
improvements and increases in stormwater management fees will need to be monitored on an
annual basis. The Borough will undergo a stormwater engineering study to prioritize
stormwater projects going forward.
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» Timeline:

= 2022: The 2022 budget year reflects continued improvements and
rehabilitation to the stormwater management system. The 2021 Budget also
anticipated the purchase of a leaf vacuum that will aid in reducing the
amount of debris that goes into the stormwater system.

*= 2023 and beyond: The Borough is working to develop a rehabilitation
program in 2022 which will identify a program and timeline for
rehabilitating the stormwater management system. This is anticipated to
being an ongoing rehabilitation project, and should the water and sewer
system be any indication could cost the Borough close to $1 million each
year. With substantial costs anticipated this is an ongoing consideration as
we plan for the future.

> Relevant Borough Council Goals:
* Infrastructure: Continue to advance infrastructure work and dedicate funding

to tackle the issues of the Borough's aging systems.
= Public Education: Collaborate with School District to involve schoolchildren so

they can be educated about the importance of Borough infrastructure.

SEWER FUND

Opportunities

As with the water fund the primary opportunity for the sewer fund in the next few years is
increasing the usage of the sewer plant by marketing the available capacity to neighboring
municipalities that have significant development opportunities.

Challenges
There are at least three primary challenges for the sewer fund in the next few years: the aging

collection infrastructure, inflow and infiltration, and bio-solids removal. As the sewer system
continues to age, increasing capital costs can be expected. A study was completed in 2014 to
evaluate the sewer collection system to determine if significant capital improvements will be
needed to the system to address inflow and infiltration. The results of the study included a
capital improvement plan containing estimated costs exceeding $30 million over the next 25 to
30 years. The Borough needs to continue to monitor its bio-solids removal program to ensure it
is meeting local farmer needs and performing in a cost effective manner. As private companies
specializing in this service expand in the marketplace, Carlisle will have to remain competitive
to ensure its bio-solids removal program remains cost effective.
> Timeline:

= 2022: The 2022 budget year reflects continued improvements and
rehabilitation to the sewer collection system.

*= 2023 and beyond: The rehabilitation plan is an ongoing plan that is
anticipated to continue for at least the next 50 years with improvements
anticipated of 1 to 2 miles of rehabilitation each year. On average, each mile
of rehabilitation results in $1 million of funding requirements. With
substantial costs anticipated this is an ongoing consideration as we plan for
the future.
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> Relevant Borough Council Goals:
* Infrastructure: Continue to advance infrastructure work and dedicate funding

to tackle the issues of the Borough's aging systems.
= Public Education: Collaborate with School District to involve schoolchildren so

they can be educated about the importance of Borough infrastructure.

Revenue Rate Evaluation

The Borough undertook a comprehensive rate study to determine the proper mix of pay-go and
borrowing in 2018. The final recommendations recommended annual increases over the next
several years. In 2022, the Borough is proposing a rate increase of 3.37%. Additional information
on the proposed increases can be found in Section 3, Financial Summaries, for the Sewer Fund.

PARKING FUND

Opportunities

The primary opportunity in the parking fund is the continued enhancement of downtown
Carlisle businesses. In addition to increasing activity downtown through a number of different
events, store vacancy rates have continued to decrease. With the potential for significant
enhancements outside the area as part of the Urban Redevelopment Plan, the Borough’s
downtown is strongly positioned to continue its growth.

Challenges
The primary challenges for the parking fund in the next few years are related to the overall

economy, parking capacity, and maintenance issues. Although the downtown has performed
well during the current upswing in the local economy, the Borough continues to monitor
downtown activities to ensure resources are adequately allocated to keeping the area strong.
Carlisle must remain diligent in its oversight of downtown activities, parking capacity needs
will continue to be monitored to ensure residents and businesses have adequate parking
available to meet their needs. With the potential changes as part of the Urban Redevelopment
Plan, additional parking strategies will be developed to ensure adequate parking is available.

The Borough'’s parking garage was placed in service in 1999. Regular preventative maintenance

will continue. The majority of the Borough’s parking meters are approximately 25 years old.

The Borough is currently working to replace the majority of its aging mechanical meters with

smart parking meters. The first phase of this replacement program was completed at the start of

2020 and is being considered for expansion into the more distant blocks of downtown. The

Borough will be monitoring new technologies to ensure that the parking meter program remains

cost effective. The Borough’s six parking lots will be constantly monitored to ensure each lot

provides users with the most effective parking solutions for their needs. In 2022, the Borough
will be investigating the installation of electric vehicle charging stations.

> Timeline:

= 2022: The 2022 budget includes consideration to implement electric vehicle

parking spaces and also review of the smart parking meters currently in

place to determine expanding the smart meters out to surrounding blocks.

*= 2023 and beyond: Beyond 2022 we keep in mind that as ride sharing

services increase there may come a time when we need to evaluate whether
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revenues meet operating expenses. Additionally, the Borough must also
evaluate the possibility of purchasing or installing a second parking garage
within the Borough should the Urban Redevelopment Plan warrant such a
cost. The construction of a parking garage will be a considerable cost to the
Borough, we keep this and potential partnerships in mind as the projects
continue to develop.
> Relevant Borough Council Goals:
* Carlisle Urban Redevelopment Plan:  Continue public communication

strateqy for transportation improvements/disruptions.
* Road Diet Check-up: Explore eliminating three to six parking spaces on East

Pomfret Street as well as reviewing congestion issues occurring on South Street.

SOLID WASTE FUND

Challenges
The primary challenges for the solid waste fund are state funding and contract changes in its

pay-to-throw program. Any decrease in state funding to the Borough for its recycling program
will increase costs for residents. The Borough is in the middle of a three-year trash bag contract.
This contract has resulted in significant increases in cost that are passed on to the users of the
trash program. The cost to the consumer is currently being supplemented by available fund
balance to smooth the rate increases over the next several years.
> Timeline:
= 2022: The 2022 budget includes a 3% increase to Solid Waste Collection and
Recycling costs and does not provide for an increase to the usage of the
service.
= 2023 and beyond: Without an improvement to the Solid Waste Collection
and, primarily, the recycling market the Borough can anticipate continued
increases in future contracts. As we near the end of the existing contract the
Borough will need to evaluate the level of service it provides and or the
rates in place to keep the Solid Waste program viable.
» Relevant Borough Council Goals:
*» Revenue:  Ewvaluate policies and operations, analyze cost structure, assess

revenue options, and explore shared services for solid waste fund to keep trash bag
rates flat.

CONCLUSION

Carlisle is taking action and identifying the areas of most concern in order to be fiscally
responsible. In addition, cash reserves are at reasonable levels and both defined benefit pension
plans are more than 100% funded. Additionally, the Borough has adequate debt capacity
available with which to fund needed capital improvements.

However, the Borough has several issues which could significantly impact operations in the
future: a sewer system inflow and infiltration problem that could cost taxpayers over $30 million
to correct; an urban redevelopment plan that will add $20 million in capital expenditures; a
water system review that will add millions of dollars to the community’s capital improvement
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plan; added stormwater regulations which will require a strong financial commitment; and
aging infrastructure in non-water and non-sewer assets.

Fortunately, as the reader of this budget document will see, the Borough is actively pursuing a

number of creative solutions to ensure adequate funding for these issues. This will ensure
Carlisle remains a vibrant and attractive community.
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Community Goals

BOROUGH COUNCIL GOALS

Every two years following a municipal election and reorganization, Borough Council meets to
establish goals and objectives for the following two years. Once those goals and objectives are
formally adopted, they are used by administrative staff under the direction of the Borough
Manager to more efficiently and effectively guide the day-to-day management of Borough
activities. The following goals and objectives were adopted and guide the work of Borough
Council committees for 2020 and 2021. Borough Council will be meeting in early 2022 to
establish goals for 2022 and 2023.

Budget & Finance Committee
e Shared Services
o Explore opportunities for shared services, especially those services authorized
by the Intergovernmental Cooperation Act.
Revenue
o Diversify revenues. Explore other PA Boroughs and municipalities with the goal
of keeping taxes as low as possible while still adding community benefits.
o Evaluate policies and operations, analyze cost structure, assess revenue options,
and explore shared services for the solid waste fund to keep trash bag rates flat.
e Outside Agency
o Create new process developed by staff that opens the program to all residents /
businesses / groups within the Borough with an overall mission to benefit and
enhance Carlisle.
e Transparency
o Expand public understanding of the price of government linking to the cost of
services and citizens' expectations, needs, and ability to pay.
e Purchasing
o Add anti-discrimination language to contracting process; research and consider
adding "responsible contractor" language to bid specifications.
e Budget
o Analyze reforms to mitigate expected budgetary challenges.
o Implement strategies to reduce the Borough's General Fund "Debt Capacity".
o Implement strategies to reduce operating expenditures over operating revenues.
o Understand weaknesses and strengths of current financial structure to
determine how to move forward in a responsible way.
e Service Delivery
o Develop a strategy for service delivery in the 21st Century that involves among
other things an e-commerce plan, performance measures, and offering added
value to our customers.
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Economic Development

e Revitalization Initiatives

o Work with local academic institutions to prepare a survey of what students need
for them to stay in Borough/Carlisle Region.

o Develop Borough-wide economic strategic plan that looks beyond just the C-1
zone.

e Zoning Reforms

o Analyze zoning reforms that may encourage economic development,

sustainability, and building repurposing or renovations.
e Downtown Revitalization Initiatives

o Transform the Square from an underutilized public space to a vibrant
pedestrian-centered space through low-cost creative place making; rotate a pop-
up, grab-and-go stand that rotates operation by downtown properties; utilize
alcohol ordinance for rotating beer gardens.

o Ensure that the economic vitality of the downtown is sustained through
advanced collaborative and advocacy efforts by the DCA within the C-1 area.

o Create working group with downtown stakeholders to chart master plan in 2020
for public art within the Borough. Inventory potential sites for murals and
crosswalk paintings for summer / fall of 2020.

o Promote sustainability in downtown by adding bike racks and recycling
containers in select locations.

e Carlisle Urban Redevelopment Plan

o Continue public communication strategy =~ for  transportation
improvements/disruptions.
Public Works

e Infrastructure
o Continue to advance infrastructure work and dedicate funding to tackle the
issues of the Borough's aging systems.
¢ Road Diet Check-up
o Determine appropriate time schedule and funding sources for reversing
circulation at alleys around Square and extending turning lanes at Square. Meet
and collaborate with community stakeholders and PennDOT on appropriate
community outreach.
o Continue to repair pedestrian cross signals and consider the hiring of an
engineering firm to perform the road diet checkup.
o Explore eliminating three to six parking spaces on East Pomfret Street as well as
reviewing congestion issues occurring on South Street.
e Public Education
o Collaborate with School District to involve schoolchildren so they can be
educated about the importance of Borough infrastructure.
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Public Safety

e Volunteerism
o Continue working group discussions consisting of area municipal
representatives and fire companies to continue evaluating regionalization of fire
service.
o Explore ways to create incentives to increase and retain volunteer firefighters.
e Policy
o Achieve 2020 PLEAC Reaccreditation.
e Personnel
o All supervisors attend advanced leadership training course; review and
continue department supervisory training.
e Transparency
o Achieve 75% customer satisfaction rating.
e Public Education
o Continue fire safety education to citizens and emergency services.
o Youth involvement in emergency services. Potentially develop a youth
commission that could promote volunteerism and involvement in the fire
department, emergency services, etc.

Parks and Recreation

e Recreational Opportunities
o Provide pedestrian-friendly options for residents to access recreational options,
food markets, and entertainment, especially in northern residential-zoned areas
o Evaluate possibility of including a skate park in the linear stormwater park
plans.
e Finance
o Use effective and innovative funding methods to build, maintain, operate and
promote parks and recreation programming.
¢ Land Use Planning
o Consider marketing the upper story of the community center as a co-working
space.
e Transparency
o Engage residents in planning, stewardship, and programming of park and
recreation resources and provide effective community outreach and marketing
to increase public awareness and support of recreational services.
¢ Sustainability/Renewable Energy
o Incorporate features and amenities into parks that fit local context and interest,
contribute to environmental sustainability, and are accessible, safe and easy to
maintain long-term.
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Employee Relations and Citizen Participation

e Personnel

o Address and update personnel policies to fit current industry standards.
Examples include: social media and cell phone usage policies.

o Promote a culture of service, pride, integrity, responsibility, innovation and
teamwork.

o Evaluate Medical Insurance options including options for plan design changes.

e Compensation Plan
o Review and update Borough's Compensation Plan.
e Transparency

o Provide additional documentation on agenda topics in advance of Council
meetings to encourage more community dialogue.

o Live stream Council workshops and meetings.

o Citizen Survey w/focus on obtaining feedback on issues like use of trash bag
system, improvements to Borough Services, general feelings about direction of
Borough.

o Hold public meetings in different locations, schedule Public Hearings in
advance.

o Improve online portal of information access for residents and Council. Consider
an alternative to Dropbox for meeting information that would allow public
access to certain documents on the agenda.

e Internal Communication Structure
o Clearly define an internal communication structure.

Sustainability and Community Planning

e Sustainable/Renewable Energy

o Develop meaningful, implementable and measurable Climate Action Plan that
commits to meaningful and measurable GHG emission reductions.

o Incorporate climate action planning as part of the Borough's Comprehensive
Plan.

o Prepare for autonomous vehicles by reviewing and updating Borough roads
and maps and making data available on the cloud.

o Decrease municipal trash processed at landfill.

o Incorporate development and implementation of a renewable energy system at
Wastewater Treatment Plant to help power the plant and offset carbon-based
energy use elsewhere in Borough.

o Explore ways to add sustainable energy options in the Borough. For example,
charging stations for electric vehicles and work toward goal of 50% of
hybridization of police fleet.

o Complete greenhouse gas inventory and internal action plan.

o Join ICLEI to access inventory resources.
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o Develop strategies and establish education program to reduce the amount of
disposable waste that is either buried in landfills or is incinerated through
recycling and re-use.

e Land Use/Planning

o Evaluate options to adjust or remove mandatory minimum parking
requirements that would assist in mitigation of stormwater runoff and lessen
development costs.

o Advance projects that enhance Borough's identity such as enhanced and
upgraded amenities like wayfinding signage, showcase art, culture, and history.

o Review codes and =zoning to maintain charm and character of our
neighborhoods and preserve historic areas and bldgs.

¢ Housing Inventory Standards

o Advance the Borough's rental ordinance.

o Continue to work with the RACC to help identify bubble properties and
neighborhoods. Use HOME program to remediate key projects to "preserve,
protect, and grow" the community.

e Combatting Homelessness

o Consider developing creative solutions for the Borough to provide support to
the homeless community and the organizations supporting the homeless
community.

¢ Improving Revenue Sources

o Continue investigating zoning/overlay items such as lot regulations (bldg.
height, etc.) that could advance redevelopment of existing buildings while still
maintaining the town's historic charm.

COMPREHENSIVE PLAN

On March 14, 2019, Borough Council adopted an
update to the 2002, Comprehensive Plan. The 2019
update was not a wholesale revision, but rather
focused on six (6) key issues:

Downtown

Traffic and Parking

Public Safety

Housing and Shelter

Bicycle & Pedestrian Mobility
Resiliency

A e

In addition to guiding administrative, operational, and planning policies on these topics, the
plan recommended several Action Items, which subject to Borough Council direction and
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resources should be pursued over the next 10 to 15 years to fulfill both the long-term
development and preservation for Carlisle.

The Comprehensive Plan addresses goals and objectives summarized below.

¢ Goal: Land Uses, Housing, and Community Character
o Objectives

* Protect and enhance Carlisle’s quality of life as a traditional medium-sized town,
with a well-balanced mix of uses.

* Provide for compatible land use patterns that avoid conflicts between different
uses and manage truck traffic.

* Strengthen the downtown as a business, entertainment, cultural, and civic center.

» Strengthen residential neighborhoods, with an emphasis on home-ownership and
rehabilitation of older buildings.

* Encourage the re-use and redevelopment of existing buildings and properties for
modern residential and economic uses.

* Extend the best features of older development into newer development, including
“human scale” development at densities that support walking, biking, and
substantial landscaping.

* Improve the visual attractiveness of Carlisle and the surrounding region, with an
emphasis upon major entranceways that create a positive first impression upon
visitors.

e Goal: Economic Development
o Objectives

* Stress a strong, diversified economy that generates stability, sufficient tax
revenues, and wide employment opportunities.

* Ensure that residents have the practical job skills needed by employers.

* Embrace and integrate the resources of the Army War College, Dickinson College,
PA State Dickinson Law, the Carlisle Area School District, and other strong
institutions in the region.

* Emphasize tourism that is built upon the area’s heritage, arts, culture, and
recreational assets, such as proximity to Kings Gap, Michaux State Forest, and Pine
Grove Furnace.

e Goal: Historic Preservation
o Objectives
* Encourage appropriate reuse and historic rehabilitation of older buildings, as well
as new construction that is consistent with historic surroundings.
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¢ Goal: Community Facilities and Services
o Objectives
* Provide high-quality = community
facilities and services in the most cost-
efficient manner.

e Goal: Transportation
o Objectives
* Work with PennDOT and adjacent
municipalities to manage congestion
and improve safety through cost-
effective operations and improvements.

Farmers on the Square,
Farmers Market

* Seek to reduce the amount of truck traffic that passes through the Downtown.
* Promote increased use of public transit, bicycling, walking, and carpooling.

e Goal: Natural Features
o Objective

* Protect important natural features, with a special emphasis upon the Letort Spring

Run and mature trees.

GLOBAL CLIMATE CRISIS RESPONSE

In the fall of 2019, the Borough of Carlisle began participating in the Pennsylvania Department

of Environmental Protection’s Local Climate Action Assistance Program. The ultimate goal of

the Borough is to establish its own Climate Action Plan to reduce emissions and manage

impacts.

Greenhouse Gas Inventory

After joining the program the Borough teamed up with Dickinson College’s Center for

Sustainability Education to measure greenhouse gas emissions in the Borough. The group

calculated greenhouse gas emissions for the years 2016 and 2017. This inventory will serve as a

baseline to help the Borough identify and prioritize
emission sources for action, developing strategies for
reducing emissions, and setting goals.

Non-residential energy is the number one source for
greenhouse gas emissions in the Borough, with electricity
being the biggest contributor. Electric utilities emitted
nearly 77,000 MTCO2e of greenhouse gases to generate the
electricity used by Carlisle establishments in 2017.

Carlisle

2017 Greenhouse Gas Emissions

Borough of Carlisle

Emissions Percent of
(MTCO2e) Total

Non-Residential

Energy 113,442
Residential Energy 46,157
Transportation 71,046
Solid Waste 6,757
Water &

Wastewater 1,464
TOTAL 238,866

47.5%
19.3%

29.7%
2.8%

0.6%
100.0%
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Climate Action Resolution and Commission

In July 2020, Borough Council unanimously approved the adoption of a Climate Action

Resolution that commits the Borough to reducing greenhouse gas emissions 26% by 2025 and

80% by 2050, compared to 2005. The resolution also required the Borough to form a Climate

Action Commission to create a Climate Action Plan for the Borough. The Committee was

established in September 2020 and is comprised of an Executive Committee and four working

groups, each headed by a Team Lead. The groups are the Community Engagement Team,

Pathways & Analytics Team, Projects & Estimates Team, and Zoning Team. Resident

participation in the Climate Action Commission exceeded any other standing Borough

committee or board, placing over 40 residents into the planning process. The organization of the

commission is as follows:

Carlisle Borough Climate Action Commission (CAC)

Executive Committee
= Chair
= Council Member
* Borough Manager Rep
* Resident-at-Large
= (4) Team Leads
Climate Action
Commission
(Chair)

Executive
Committee

[ | |
. Community
. Projects and

Pathways and
Analytics Team

(PAT)

Commission in Action

Detailed below are highlights of some of the accomplishments of the Climate Action Plan

through September 2021.

e October 20, 2020 - a series of free community forums about Climate Action Planning

were started and continued to be hosted through February 2, 2021 by community groups

and agencies in the Cumberland Valley.

e December 2, 2020 - Borough Council approved sending a letter in support of

Pennsylvania joining the Regional Greenhouse Gas Initiative (RGGI).

RGGl is an initiative of 10 New England and Mid-Atlantic States, to reduce greenhouse

gas emissions from the power sector while generating economic growth. This is achieved
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by setting a regional cap or limit on carbon dioxide (CO2) emissions from electric power
plants in the participating states. By joining RGGI, Pennsylvania could potentially
reduce climate pollution from carbon emissions by 188 million tons by 2030.

e February 19, 2021 - members of the Climate Action Commission took part in a panel
discussion offered by the Cumberland County Bosler Memorial Library. The
Commission panelists introduced themselves and summarized their thoughts and
specific actions to be taken to address climate change on local, national, and international
levels with particular emphasis on the Cumberland Valley region.

e March 5, 2021 - the Commissions executive committee voted to approve a proposed
pathway for meeting their goals of reducing greenhouse gas emissions 26% by 2025 and
80% by 2050, compared to 2005 levels. The committee unanimously voted to approve the
Rapid Pathway. The proposed moderate pathway would not have met their target
mitigation goals. The Proposed Pathways Summary Report can be viewed on the Carlisle
Borough’s website.

Additionally, The Community Engagement Team was awarded a $7,500 grant from the
Civic Engagement Fund at Dickinson College. The team plans to use the funds to further
its community outreach goals.

e April 8, 2021 - At their April Meeting, Borough Council appointed APPI Energy as the
Borough's Solar Electric consultant and authorized the distribution of a Request for
Proposal related to the planning and design of a potential solar energy project.

e June 14, 2021 - The Community Engagement Team hired an intern to assist with
community outreach and survey distribution.

e June 15, 2021 - The Carlisle Climate Action Commission offered mini-grants to fund
projects in the Carlisle community with a positive environmental impact. The
Commission had particular interest in funding those areas that addressed the following:

* Environmentally-friendly ways to cut business costs while also reducing
greenhouse gas emissions (for those applying as a small business)

* Alternative methods of energy and energy use reduction - for example: switching
from incandescent to LED lightbulbs; bike rack installations

* Local beautification - for example: light installations; planting native plants or
trees; installation or maintenance of a community garden
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* Projects which engage across Carlisle neighborhoods or with diverse groups.

September 9, 2021 - A problem statement regarding Single Use Plastics was presented
to Borough Council and subsequently provided to Dickinson College. Dickinson College
will focus their research on determining what strategy would best suit the Borough on
managing Single Use Plastics. This could include a plastic bag ban, fee for use of plastic
bags, combination of fee and ban, participation only communication and education,
incentives to modify behavior, or taking no action. Results of the research are anticipated
by May 2022.
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OVERVIEW

The Government Finance Officers Association (GFOA) recommends fiscal policies in three
areas: financial planning, revenue, and expenditures. The fiscal policies are to be developed by
professional staff and formally adopted by the jurisdiction’s governing board. A brief
description of each policy, as presented by GFOA, is provided below:

Recommended Financial Planning Policies

Balanced Budget:

Defines balanced operating budget

Encourages commitment to balanced budget in normal
circumstances

Provides for disclosure when deviation from balanced operating
budget is planned or when it occurs

Long-Range Planning;:

Process that assesses the long-term financial implications of
current and proposed operating and capital budgets, budget
policies, cash management and investment practices, programs
and assumptions

Asset Inventory:

Assess condition of all major capital assets
Used to plan for ongoing financial commitments required to
maximize the public’s benefit

Recommended Revenue Policies

Revenue Diversification:

Encourages diversity of revenue sources in order to improve the
ability to handle fluctuations in individual sources

Fees and Charges:

Identifies manner in which fees and charges are set and to the
extent to which they cover the cost of the service provided

One-time Revenues:

Discourages use of one-time revenues for ongoing expenditures

Unpredictable Revenues:

Provides guidelines on collection and use of major revenue
considered unpredictable

Recommended Expenditure Policies

Debt Capacity, Issuance, and
Management:

Specifies appropriate uses for debt
Identifies maximum amount of debt and debt service that should
be outstanding at any time

Reserve Accounts:

Maintain prudent level of financial resources to protect against
the need to reduce service levels or raise taxes and fees due to
temporary revenue shortfalls or unpredicted one-time
expenditures

Operating / Capital
Expenditure Accountability:

Compare actual expenditures to budget periodically
Decide on actions to bring budget into balance, if necessary
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GFOA believes that the adopted financial policies should be used to frame major policy
initiatives and be summarized in the budget document.

Additionally, GFOA recommends these policies, along with any others that may be adopted, be
reviewed during the budget process. Professional staff should review the policies to ensure
continued relevance and to identify any gaps that should be addressed with new policies. The
results of the review should be shared with the governing board during the review of the
proposed budget.

The Borough follows closely all appropriate GFOA recommendations. Below are the financial
policies developed by the Borough. These policies are used as a guide for providing services to
the community at a reasonable cost; however, the policies presented are not intended to restrict
Borough Council authority when determining service requirements for the activities of the
Borough.

FINANCIAL PLANNING POLICY

The financial planning policies of the Borough are as follows:

e Balanced Operating Budget: The Borough must adopt a balanced operating budget with
estimated revenue equal to appropriated expenditures for all funds. (§503 of the Home
Rule Charter (the “Charter”) and §27-3 of the Carlisle Code of Ordinances (the “Carlisle
Code”)). The Borough’s 2022 general fund budget is balanced under scenario three below.
Other funds use a mixture of the scenarios identified.

Defining a Balanced Budget: The Borough considers a balanced budget to be one where
revenues equal expenditures. However, the budget is also considered balanced in
situations where total revenues are greater than total expenditures, in this case the budget
would show a surplus. Finally, there are instances where the budget may reflect the use
of fund balance from previous years on one-time or non-routine expenditures, which is
most prevalent when capital projects are financed using proceeds from previously issued

debt.
K Balanced Budget Scenarios \
Scenario One Scenario Two
“ The Borough’s 2022 Revenues = Expenditures Revenues > Expenditures
General Fund Budget is
Balanced Under Scenario e _
Revenues + Appropriated Fund Balances = Expenditures

Threet”
\ J

e Budget Appropriation Transfers: The Borough Manager may transfer appropriations
within an office or department. Any transfer of appropriations within any budget account
in order to employ additional personnel requires Borough Council approval. Only
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Borough Council may transfer appropriations among departments and funds. (§512 of
the Charter and §27-8(B)).

e Supplemental Budget Appropriations: Borough Council is required to approve any
increase in budget appropriations by amendment of the budget resolution. (§509 of the
Charter and §27-8(A) of the Carlisle Code).

e Long-Range Planning: Periodically the Borough will conduct long-term projections of its
finances.

¢ Funding Capital Expenditures: Funding for capital expenditures is not considered part
of a balanced operating budget. Designated revenue, debt proceeds, grants,
contributions, or cash reserves may provide funding for capital expenditures. (§505 of the
Charter and §27-10 of the Carlisle Code).

e Capital Improvement Plan: Periodically the Borough will update its capital
improvement plan to assess current capital assets and plan for future capital
requirements.

e Investments: The Borough continues to follow §1316 of the Pennsylvania Borough Code
(Investment of Funds) specifically identifying classes of approved investments.

REVENUE POLICIES

¢ Generating Revenues: Included as part of Borough Council’s biennial goal planning
process is an initiative for administrative staff to investigate revenue generating concepts.

e Evaluating Fees: The budget process includes an evaluation of all fees assessed by the
Borough. If any fees need adjustment, recommendations are provided to Borough
Council as part of the budget process and adopted at the December meeting of Borough
Council.

¢ One-time and Unpredictable Revenues: Non-recurring revenue sources will only be
used for specific expenditures such as special projects or capital expenditures. Such
revenues will not be used to support recurring operating expenditures.

e Uncollectible/Delinquent Accounts Receivable: Only the Borough Manager has the
authority to write off uncollectible/delinquent accounts receivable.

EXPENDITURE POLICIES

¢ Funding Capital Projects: The Borough will strive to first pay capital projects with cash
reserves. If the Borough does not have sufficient cash reserves to fund capital projects, it
may consider issuing debt to finance the projects. However, capital projects being
financed will have a useful life of at least the term of the debt issued for the particular
capital project.

e Debt Limits: The maximum amount of debt outstanding at any time must comply with
provisions of the Pennsylvania Local Government Unit Debt Act (53 Pa. C.S. § 8001 et.
seq.). This Act prohibits outstanding debt from exceeding 250% of the Borough's
borrowing base which is defined as the arithmetic average of total revenues received for
the three preceding fiscal years.

e Debt Capacity: The Borough will annually calculate target debt ratios. The Borough'’s
debt capacity shall be maintained within the following guidelines:
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* Tax-supported debt, net of any self-supporting debt, shall not exceed 2.0% of the total
full value of taxable property within the Borough; and
* Annual tax-supported debt service shall not exceed 10%.

e Self-supporting Debt: The Borough will annually review the rates and charges of its
enterprise systems to ensure they maintain their self-supporting nature. Enterprise debt
will be considered self-supporting only if that enterprise fund generates sufficient
revenue to cover operating expenses (net of depreciation) and debt service costs by at
least 1.00 times.

e Fixed Cost Burden: The Borough will annually calculate a fixed cost burden that will
measure the Borough’s overall financial flexibility. The Borough’s fixed cost burden shall
be maintained within the following primary goal: A total of annual tax-supported debt
service expenditures, the Borough’s annual pension contributions, and the Borough's
annual other post-employment benefit (OPEB) contributions shall not exceed 20% of
general fund expenditures.

e Fund Balance Reserves: The Borough will strive to achieve fund balance reserves
consistent with goals adopted by Borough Council. Below is each fund’s adopted goal as
a percentage of annual operating expenditures:

Fund Reserve Goal
General 25%
Water 25%
Stormwater | 25%
Sewer 50%
Parking 50%
Solid Waste | 25%

e Financial Analysis: Actual financial results will be analyzed regularly. Tools used to

monitor the results are listed below:

* notification provided by Borough’s accounting system when accounts payable
invoices are being processed and a particular account exceeds budget.

* the director of finance will communicate significant budget variances in the monthly
staff report.

* department budget managers will provide updated projections for their respective
departments as part of the annual budget process.

* At least quarterly, administrative staff will analyze “actual vs. budget” status and
report the results to Borough Council.
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HOME RULE CHARTER PROVISIONS

Carlisle’s Home Rule Charter requires the Borough Manager to submit a proposed budget and
accompanying message to Borough Council no later than December 1. The proposed budget
must provide a complete financial plan for all Borough funds and activities. The budget message
must explain the budget in fiscal terms and in terms of programs, policies, activities and plans;
summarize accomplishments and challenges of the past year and point to major issues for the
coming year; include a separate section for capital programs and expenditures; and summarize
the Borough's debt position. The budget is required to be balanced.

Borough Council must publish, in a manner it deems appropriate, a general summary of the
budget and a notice stating the times and places the budget is available for inspection and the
time and place for a public hearing on the budget. The budget must be adopted by resolution
no later than December 31; however, past practice is for Borough Council to adopt the budget
at its regularly scheduled meeting earlier in the month. Once the budget is adopted, it is put on
the Borough's website and a hard copy is made available by the borough secretary for public
review.

The budget may be supplemented or reduced by amending resolution any time during the fiscal
year. Also, at any time during the fiscal year, the Borough Manager may transfer appropriations
within departments; transfers among departments and funds require Borough Council action.

ADMINISTRATIVE ACTIONS

The Borough’s administrative budget process starts in early July with the distribution of the
budget schedule and instructions to department directors, senior staff, budget managers and
elected officials. Included in the instructions are key dates of completion to help participants
understand the various deadlines of the budget process (shown in Table 1). Each budget
manager is able to enter budget information appropriate to the manager’s area of responsibility
directly into the Borough’s accounting system.

The following administrative personnel are key to the budget process:
e Department directors, senior staff, and budget managers are responsible for preparing
detailed estimates for each expenditure account under their budgetary control. This

group participates in the capital and operations review meetings to help all parties
understand the various needs of their department.
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e Department directors work with their staff to develop their various budgets. This group
participates in the budget review meetings with the Borough Manager and director of
finance, and attends necessary public hearings.

e The department of finance compiles information prepared by the departments, performs
variance analyses on expenditure requests, and develops revenue estimates. The director
of finance and accounting manager participate in all budget meetings. Additionally, the
department consolidates all budget information into the Borough Manager’s proposed
budget for presentation to Borough Council and the public.

e The Borough Manager, the Borough’'s chief administrative officer, oversees and is
involved in the entire budget process.

e Borough Council (working as individual Borough Councilors, through committees, and
collectively as the governing body) has the ultimate decision-making authority over how
all taxpayer and ratepayer funds are appropriated.

Generally, there are at least two meetings with each department director to review both the
capital and operating budgets. Participants in these meetings include the Borough Manager,
assistant borough manager, director of finance, accounting manager, department director, and
other key departmental staff. The primary purpose of these meetings is to have an open
discussion regarding all expenditures included in the proposed budget. These meetings usually
begin in late August and conclude by the end of September.

A separate capital request form is required for each proposed capital expenditure. Information
on this form includes a brief description of the expenditure, the type of expenditure (new,
replacement, addition), justification, estimated cost, annual operating cost impact, and
recommended source of funding.

In early October, the department of finance begins estimating revenue for the remainder of the
current year and for the following year. Historical information, trends analysis, and current
activities are the most common tools used to develop revenue estimates.

Once preliminary estimates for revenues and expenditures are available, the department begins
comparing information for the proposed budget to prior years’” actual information to ensure
estimates in the proposed budget are as accurate as possible. After the preliminary analysis is
completed, the finance department and the Borough Manager work together to evaluate any
changes needed to the original submissions. Follow up meetings may be held with department
directors to evaluate any necessary changes to their budgets.

Following any changes to the initial proposed budget, a revised version is provided to
department directors for review and discussion. Once department directors have reviewed the
latest revision, the Borough Manager prepares the budget message and the finance department
finalizes the budget book for Borough Council review.
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Budget Calendar 2021

Table 1.
Budget Calendar
Date Description
7/5 Budget Instructions Distributed
8/13 Capital Improvement Project Forms Due
8/16 2022 Budgets and 2021 Projections Completed in Accounting System
8/30 Outside Agency Packets Mailed
8/16-9/24 Department Operating & Capital Budget Review Meetings
9/10 Schedule Outside Agency Hearings for October Council Meeting
9/10 Department Descriptive Information Due to Finance
9/27-10/4 Budget Analysis and Preparation
9/27 Salary & Benefit Calculations Completed
10/4 Revenue Estimates Completed
10/6 Outside Agency Hearings
10/8 Fund Balance Estimates Completed
10/8 Tax Rate/Fee Increases Decisions Finalized
10/19 Meeting with IMA Townships
10/8-10/22 Final Analysis & Review

10/20-10/22

Senior Staff Budget Review

10/22-10/29

Borough Manager’s Budget Message Completed

11/1

Budget Public Hearing Advertised for November Meetings

11/8

Budget Books to Borough Council

11/15-11/16

Council Budget Hearings

11/15-12/09

Public Review of Budget

11/29

Budget Public Hearing Advertised for December Meeting

12/09

Budget Hearing; Budget Legislation Adopted
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Fund Descriptions & Structure
OVERVIEW

The section begins with information about the Borough’s fund structure, information describing
various characteristics of the major and non-major funds, and a fund balance summary for the
six primary budgetary funds: general, water, stormwater, sewer, solid waste, and parking.

Carlisle, similar to other state and local governments, uses fund accounting to ensure
compliance with finance-related legal requirements. Each fund is a separate accounting entity.
A fund is a group of related accounts used to maintain control over resources segregated for
specific activities and objectives. The operations of each fund are accounted for with a separate
set of self-balancing accounts that comprise its assets, liabilities, fund balance, revenue, and
expenditures. All funds of the Borough are divided into three categories: governmental funds,
proprietary funds, and fiduciary funds.

Governmental funds use the modified accrual basis of accounting for budgeting purposes,
which is the same basis of accounting used in the Borough’s Comprehensive Annual Financial
Report (Annual Report).

Proprietary funds use the modified accrual basis of accounting for budgeting purposes. This is
different from the basis of accounting used for the Annual Report, which is the full accrual basis
of accounting. Reporting of debt payments, debt proceeds, and capital expenditures are the only
differences between the two methods. Debt service is recorded as payments are due in the
budget. The full accrual basis of accounting reduces the

liability as debt service payments are made. For budget “The Borough uses the
purposes in the proprietary funds, debt proceeds are Modified ACCrual Basis of
shown as revenue, instead of increases to a liability as is  ,Accounting for budgeting

done on the accrual basis. Capital expenditures are purposes.”

recognized as expenditures in the year acquired for the

budget. Under the full accrual basis of accounting used for the Annual Report, capital asset
expenditures are depreciated over the expected useful life of the asset. Therefore, depreciation
and amortization costs are not budgeted since these costs represent non-cash transactions.

The modified accrual basis of accounting recognizes revenues as soon as it is both measurable
and available. Revenues are considered available when they are collectible within the current
period or soon enough thereafter to pay liabilities of the current period. For this purpose, the
Borough considers tax revenue to be available if collected within sixty days of the end of the
fiscal period. Expenditures are generally recorded when a liability is incurred, as under the full
accrual basis of accounting. However, debt service, compensated absences, and claims and
judgment expenditures are recorded only when payment is due.
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The following table below provides an overview of the Borough’s budgetary fund structure. All
of the funds listed below are included in the Borough’s audited financial statements however
not all funds are actively budgeted.

Table 2.
Fund Descriptions
Budget Basis of CAFR Basis of
Fund Category Reporting Type Accounting Accounting

General Governmental = Major General Modified Accrual = Modified Accrual
Capital Projects Governmental = Major Capital Projects Modified Accrual = Modified Accrual
Community Development Block Grant Governmental = Non-Major | Special Revenue = N/A Modified Accrual
Highway Aid Governmental = Non-Major = Special Revenue  Modified Accrual = Modified Accrual
Recreation Fund Governmental = Non-Major | Special Revenue = N/A Modified Accrual
Fort LeTort Governmental = Non-Major = Special Revenue = N/A Modified Accrual
Asset Forfeiture Governmental = Non-Major | Special Revenue = N/A Modified Accrual
K-9 Fund Governmental = Non-Major | Special Revenue = N/A Modified Accrual
Water Proprietary Major Enterprise Modified Accrual = Accrual
Stormwater Proprietary Major Enterprise Modified Accrual = Accrual
Sewer Proprietary Major Enterprise Modified Accrual = Accrual
Parking Proprietary Non-Major Enterprise Modified Accrual = Accrual
Solid Waste Proprietary Non-Major = Enterprise Modified Accrual = Accrual
Municipal Authority Proprietary Non-Major Enterprise N/A Accrual
Police Pension Fiduciary Non-Major | Pension Trust N/A Accrual
Non-Uniform Pension Fiduciary Non-Major Pension Trust N/A Accrual
Management Pension Fiduciary Non-Major Pension Trust N/A Accrual
Cemetery Fiduciary Non-Major Pension Trust N/A Accrual
Tax Collection Fiduciary Non-Major | Agency N/A Accrual

MAJOR FUND DESCRIPTIONS

e General - The General Fund is the general operating fund of the Borough. This fund is
used to account for all financial transactions except those required to be accounted for in
another fund. This is a budgeted fund, and any unrestricted fund balances are considered
as resources available for use.

e Capital Projects Fund - The Capital Projects Fund is a governmental fund used to
account for financing capital outlays other than those from special assessment and

proprietary funds.

e Water - The Water Fund is used to account for the financing of water and related services,
including laboratory analysis, to the Borough, its residents, business establishments, and
various customers within the proximity of the Borough.

e Stormwater - The Stormwater Fund, established in 2019, is used to account for the
financing of stormwater and related services, to the Borough, its residents, business
establishments, and various customers within the proximity of the Borough. Expenses
related to this fund were recorded in the General Fund in prior years.

e Sewer - The Sewer Fund is used to account for the financing of wastewater treatment
services, including laboratory analysis, for the Borough, its residents, business
establishments, and various customers within the proximity of the Borough.
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NON-MAJOR FUND DESCRIPTIONS

e Highway Aid - The Highway Aid Fund is used to account for state liquid fuels tax
revenue and expenditures that are restricted to be used for building, improving, and
maintaining local roads and bridges.

e Parking - The Parking Fund is used to account for the financing of services to the general
public related to regulation and control of vehicle parking in a garage, various parking
lots, and parking meters throughout the Borough.

e Solid Waste - The Solid Waste Fund is used to account for the financing of services
related to solid waste collection and recycling for the Borough, its residents, and
commercial establishments throughout Carlisle.

e Other Non-Major Funds - Those funds not detailed here but shown in Table 2 are
unbudgeted and often have activity that is insignificant (e.g. interest) to any given budget
year and is not shown in detail in this budget document.

FINANCIAL SUMMARIES

Believing that “a picture is worth a thousand words,” we show our financial summaries
predominantly through the use of graphics, i.e., tables, pie charts, and line graphs with
explanatory captions where necessary for further clarification. These graphic summaries begin
with a consolidated overview of all funds followed with a presentation for each of our major
funds in the following order: general fund, water fund, stormwater fund, sewer fund, solid
waste fund, parking fund, capital projects fund, and highway aid fund.
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Consolidated Budget Summary
OVERVIEW

The consolidated budget summary begins with a look at anticipated fund balances and cash
reserves for the Borough’s budgeted primary funds. This analysis is then followed by financial
summaries showing total sources and uses by fund, tables of revenue and expenditures by fund
over years, followed by a table of revenue and expenditures by category over years. The
consolidated overview summaries then break down into separate graphic presentations of
revenue and expenditures: using tables to show information by either category, department, or
fund; using line graphs to compare information over years; and using pie charts to show
information by categories or funds.

The remainder of this chapter is then broken out by individual fund summaries generally follow
this format:
¢ a description of the fund
e Kkey points and highlights for the 2022 budget year
e atable showing both revenue and expenditures by category and years;
e aline graph comparing revenue by years;
e a pie chart showing revenue by category;
¢ aline graph comparing expenditures by years;
e a pie chart showing expenditures by category; and
e a summary description of major revenue and other sources (a detailed description of
expenditures and other uses is not included here because the section “Operating
Budgets” provides a summary of those activities);

The exceptions to the above format are the capital projects fund and the highway aid fund,
which are primarily single category funds (capital projects). Please note that when no year is
given in a graphic presentation, the information is for 2022.

FUND BALANCE AND CASH RESERVE ANALYSIS

Fund Balance is the measurement of available financial Fand Reserve Goal

General 25%

resources. As discussed in the Fiscal Policies section of this

budget it is Borough policy to achieve and maintain fund | Wwater 25%
balance reserves based on a percentage of annual operating | Stormwater | 25%
expenditures recapped in the table to the right. Sewer 50%

Parking 50%
Solid Waste | 25%
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The Borough uses two methods (Audited Annual Report Fund Balance and Budgetary Fund

Balance) to calculate and measure fund balance. Both methods serve as a tool to understanding

available financial resources.

Method 1: Audited Annual Report Fund Balance

The Borough calculates estimated Audited Annual Report Fund Balance using
beginning balances that agree with our Annual Report. This method considers all
unrestricted fund balance (which includes committed fund balance, assigned fund
balance, and unassigned fund balance). To develop this estimate the Borough
begins with the audited fund balances of the second year prior to the proposed
budget year. For example, with regard to the 2022 budget, the Borough uses
December 31, 2020 as a starting point. Staff then adds projections for 2021 to
develop estimated December 31, 2021 fund balances. Those balances are then used
to estimate fund balances at December 31, 2022. It should be noted that all
expenditures and revenue sources that pertain to fund balance other than
unrestricted are excluded (e.g. any receipt or use of bond funds are not included
in the calculation below as they are treated as restricted fund balance).

Benefit of this Method: This method identifies if the Borough is maintaining
adequate levels of fund balance to mitigate current and future risks (e.g. revenue
shortfalls and unanticipated expenditures) and ensures stable tax rates.

Table 3.
Annual Report Fund Balance Projections
01 06 07 08 09 32
Description General Water Stormwater Sewer Solid Waste Parking
12/31/20 Unassigned Fund Balance $ 9415939 $ 6,812,074 $1,290,078  $13,024,098 $ 363,383 $ 1,200,547
Projected 2021 Revenues 10,585,150 4,658,687 1,962,653 6,496,049 1,329,008 551,743
Projected 2021 Expenses (10,846,021) (4,655,643)  (1,473,572) (6,128,597) (1,372,809) (714,852)
Projected 2021 Net Activity (260,871) 3,044 489,081 367,452 (43,801) (163,109)
Projected 12/31/21 Fund Balance $ 9,155,068 $ 6815118 $1,779,159 $13,391,550 $ 319,582 $ 1,037,438
Budget 2022 Revenues 11,141,141 4,593,824 2,272,126 6,953,068 1,289,751 698,289
Budget 2022 Expenses (12,055,449) (4,539,221)  (1,925,241) (6,591,254) (1,437,175) (788,432)
Budget 2022 Net Activity (914,308) 54,603 346,885 361,814 (147,424) (90,143)
Projected 12/31/22 Fund Balance $ 8,240,760 $ 6,869,721 $2,126,044 $13,753364 $ 172,158 $ 947,295
% Increase or Decrease Vs '21 Projections -9.99% 0.80% 19.50% 2.70% -46.13% -8.69%
Projected 12/31/22 unassigned fund balance
as % of annual operating expenses (based on
22 Budget) 70.34% 162.92% 149.96% 245.29% 11.98% 138.02%
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Method 2: Budgetary Fund Balance

The Borough developed and utilizes this measurement to indicate what our
available cash reserves would be through the end of the 2022 budget year. This
indicates what we have available to repay long-term debt, reduce property taxes,
add new programs, expand existing programs, or otherwise enhance the financial
position of the Borough in accordance with other established policies. The method
of calculation is similar to the Audited Annual Report Fund Balance method
above, however the starting balances are cash balances that are not restricted or
reserved for other purposes.

Benefit of this Method: This method identifies if the Borough is maintaining
adequate cash reserve levels to mitigate short-term risks (e.g. unexpected
expenditures) and ensures that the Borough has enough in emergency reserves to
cover an extended period of unfunded operating expenses.

Table 4.
Budgetary Fund Balance Projections
01 06 07 08 09 32
Description General Water Stormwater Sewer Solid Waste Parking
12/31/20 Available Reserves $ 7527683 $ 5490084 $ 884359 $11,042735 $ 262,171 $ 1,142,533
Projected 2021 Revenues 10,585,150 4,658,687 1,962,653 6,496,049 1,329,008 551,743
Projected 2021 Expenses (10,846,021) (4,655,643) (1,473,572) (6,128,597) (1,372,809) (714,852)
Projected 2021 Net Activity (260,871) 3,044 489,081 367,452 (43,801) (163,109)
Projected 12/31/21 Fund Balance $ 7266812 $ 5493128 $ 1373440 $11,410,187 $ 218370 $ 979424
Budget 2022 Revenues 11,141,141 4,593,824 2,272,126 6,953,068 1,289,751 698,289
Budget 2022 Expenses (12,055,449) (4,539,221) (1,925,241) (6,591,254) (1,437,175) (788,432)
Budget 2022 Net Activity (914,308) 54,603 346,885 361,814 (147,424) (90,143)
Projected 12/31/22 Fund Balance $ 6,352,504 $ 5547731 $ 1,720,325 $11,772,001 $ 70,946  $ 889,281
% Increase or Decrease Vs '21 Projections -12.58% 0.99% 25.26% 3.17% -67.51% -9.20%
Projected 12/31/22 reserves as % of annual
operating expenses (based on 22 Budget) 54.23% 131.57% 121.34% 209.96% 4.94% 129.57%

Fund Balance Change Analysis

In 2022, the General, Stormwater, and Solid Waste Funds each anticipate a change greater than
10% in projected fund balances. An analysis of those changes follow:

General Fund: The General Fund anticipates a decrease in fund balance of 12.58%. Fund
balance is projected to be $6,352,504 and Councils goal for the end of 2022 is $2,928,765.
This decrease is attributable to a use of cash reserves to pay for one-time expenses totaling
$390,391 and operating expenses totaling $523,917. It is not a typical practice for the
Borough to rely on fund balance reserves to balance the operating budget. However, due
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to the available fund balance reserves in excess of councils established goals and to help
reduce the financial burden on citizens relating to the economic decline resulting from
the COVID-19 pandemic the current budget reflects a use of available reserves to delay
the need to raise taxes.

In recent years, budgets were built with an anticipated budget deficit but responsible
budget management have enabled the Borough to reduce costs throughout the year and
end the year better than expected. An example of this, seen in our 2020 audited financial
statements, reflects a budgeted use of fund balance reserves totaling $581,020 instead
ending the year with a surplus of $499,545. This was achieved by reducing costs including
delaying hiring’s.

The Borough will continue to monitor actual fund activity and utilize past performance,
future requirements, and the economic climate to determine when an appropriate tax
increase will be necessary. Without a change, the current anticipated depletion of fund
balance reserves is 2026 and the first year to not meet council’s goal is 2024. A tax rate
increase of .60 mills are required to offset the current year deficit and allow for fund
balance reserves above councils goal through 2026.

Stormwater Fund: The Stormwater Fund, established in 2019, has significant capital
needs that have not materialized as scheduled due to available Borough resources. This
includes staffing limitations as well the impact of the COVID-19 pandemic. The Budget
Fund Balance Projections show that we will be at 121.34% reserves as a percent of
operating expenses, which will be utilized as a pay-as-you-go financing for the
anticipated capital projects planned for the Borough’'s aging stormwater infrastructure
going forward. Councils established goal for fund balance reserves as a percent of
operating expenses to be 25% or $354,435.

Solid Waste Fund: In 2022, the Solid Waste fund will continue to be impacted by the
large price increase on the collection of solid waste and recycling that occurred in 2019.
In recent years, the recycling market has become more expense resulting in pass through
costs to the Borough and its residents. As a result, the price per bag to residents increased
from $3.75 to $5.85 to reflect the increase in costs.

The current price of $5.85 is not sufficient to cover the cost of the Solid Waste operations
and the Borough made a calculated decision to utilize available fund balances to offset
the current cost increase. Part of the decision to utilize fund balance reserve results from
the true need for fund balance reserves being minimal given there is little need for
emergency funds. The fund balance reserves created the flexibility to adjust for
unexpected market changes and to allow for a smoothing in price changes. The Borough
anticipates that additional increases or adjustments to services in the coming years will
combat the continued need to use fund balance reserves. Councils established goal for
fund balance reserves as a percent of operating expenses to be 25% or $359,294.
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FINANCIAL SUMMARIES

Table 5.
Consolidated Budget Summary
Fund Name Sources Uses Difference
01 General Fund 13,937,977 13,937,977 -
06 Water Fund 9,208,074 9,153,471 54,603
07 Stormwater Fund 2,825,876 2,478,991 346,885
08 Sewer Fund 9,533,444 9,171,630 361,814
09 Solid Waste Fund 1,437,175 1,437,175 -
18 Capital Projects Fund 7462,829 7,462,829 -
32 Parking Fund 888,432 888,432 -
35 Highway Aid Fund 680,000 680,000 -
Total 45,973,807 45,210,505
Table 6.
Revenue & Expenditures by Fund
2016 2017 2018 2019 2020 2021 2022
Actual Actual Actual Actual Actual Budget Budget
Revenue
General Fund 15,068,280 18,807,060 12,920,947 13,066,397 12,637,017 13,345,493 13,937,977
Capital Projects - 6,333,257 1,699,466 1,686,214 1,843,106 12,948,097 7,462,829
Highway Aid 506,083 536,274 582,484 603,911 561,832 660,000 680,000
Water 4,298,554 5,218,437 4,743,597 4,668,170 4,479,020 9,702,241 9,208,074
Stormwater - - - 1,290,476 1,843,674 2,552,560 2,825,876
Sewer 6,285,265 7,081,957 7,233,899  9,005358 6,694,005 9,016,115 9,533,444
Solid Waste 705,979 858,214 887,308 998,860 1,480,230 1,380,371 1,437,175
Parking 680,149 693,476 763,195 739,014 416,004 947,778 888,432
Total 27,544,310 39,528,675 28,831,396 32,058,400 29,954,888 50,552,655 45,973,807
Expenditures
General 14,024,825 18,884,699 11,531,464 12,198,528 12,137,472 13,345493 13,937,977
Capital Projects - 3,886,679 2,818,348 1,678,364 2,019,562 12,948,097 7,462,829
Highway Aid 539,059 469,996 461,801 554,463 665,720 660,000 680,000
Water 4,150,023 4,305,815 4,271,635 3,857,080 3,542,566 9,702,241 9,153,471
Stormwater - - - 581,219 1,056,308 2,403,449 2,478,991
Sewer 5574215 5983178 6,043,428 5772484 5624044 8427453 9,171,630
Solid Waste 727,257 717,530 772,773 826,622 1,656,256 1,380,371 1,437,175
Parking 525,909 580,581 491,731 525,190 539,512 947,778 888,432
Total 25,541,288 34,828,478 26,391,180 25,993,950 27,241,440 49,814,882 45,210,505
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Table 7.
Revenue & Expenditures by Category
2016 2017 2018 2019 2020 2021 2022
Actual Actual Actual Actual Actual Budget Budget
Revenue
Real Property Taxes 4,671,284 5,006,111 5,031,877 5,095,199 5,135,094 5,184,078 5,208,719
Other Local Taxes 2,949,528 3,182,191 3,186,455 3,401,855 3,324,705 3,225,200 3,323,852
Licenses & Permits 622,317 852,110 665,340 599,515 449,835 491,601 452,302
Fines & Forfeits 264,705 256,495 196,930 238,174 166,120 259,392 201,545
Interest and Rents 273,259 371,107 780,727 940,441 474,250 655,600 321,905
Intergovernmental 2,304,831 3,670,057 1,881,859 4,103,380 2,876,979 8,128,348 7,345,299
Charges for Services 11,020,233 11,461,505 12,172,755 12,631,434 13,119,910 14,138,279 14,088,026
Other Revenue 1,575,709 2,887,033 1,508,630 1,446,251 1,468,478 1,210,350 1,469,865
Transfers In 1,903,159 4,963,991 2,236,818 2,650,021 2,727,275 2,561,844 2,833,472
Bond Proceeds 1,959,285 6,878,075 1,170,005 952,130 212,242 9,934,265 8,994,804
Fund Balance - - - - - 4,763,698 1,734,018
Total 27,544,310 39,528,675 28,831,396 32,058,400 29,954,888 50,552,655 45,973,807
Expenditures
Salaries, Wages, & Benefits 10,714,798 11,080,724 11,162,654 11,369,424 11,494,007 12,360,778 12,861,917
Supplies, Services, & Utilities 6,887,889 5,764,488 5,801,291 6,051,819 6,643,186 7,667,909 8,006,808
Debt Service 1,666,499 5,961,240 1,535,886 1,457,205 1,598,663 9,995,293 4,192,007
Capital Expenditures