TowN MANAGER’S OFFICE -

May 11,2017

Dear Mayor Wembrecht and Members of Town Counml

This budget letter of transmltta! my first as Town Manager is to
serve as a reminder of my appreciation to those who have
 created the Cary we kinow today... Cary’s success is not a result
of good fortune or-happenstance, but rather the result of
visionary planning and brilliant execution.
designed to set the stage for our budget discussions during a

~ period of renewal as we “imagine” a ' communit and -
p | y

organlzatlon built for sustamed success.

Years - of jUdICIOUS resource management combined with

investments in quality of life: initiatives allow me to report that |

the Town enters the 2017-2018 Fiscal Year in-a strong financial
position: The 2018 Budget provides the necessary resources for
our communlty s contlnued prosperity, or more simply put:..

To Keep Cary Great.

Thls Budget btnlds upon past practlces while also prov:dmg a -
platform to launchfuture- orientated service delivery models. It*: -

 has been designed to_shift the organization away from an
~ “event”: orientated procéss to one that allows for on-gomg
budget decision-making by the Town Council.

Organizations. that enjoy

‘while thelr strategles and

the future The Cary- Communlty Plan (Imagme Cary) — was |
adopted. Imagine Cary, which embraces our values, shall serve .
asa blueprlnt for the'future that Cary wants to achieve. '

TOWN 0f CARY -

This letter is also-

3%  enduring success have core’”
o values that remain fixed

TOWN
ACCOLADES

, ONE OF THE TOP

PLACES'TO LIVE
IN THE U.S. -
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FOREVER BUY A
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Keeping Cary Great (Staying at the Top'of'Arc):
‘Operationalizing imagine Cary

"Today's'l world s complex and ‘

“must’ operat[onallze Imag[ne Cary well beyond its land use
components. This will allow us to align our internal processes
and subsequent dellvery of services to help us realize the future
asenvisioned by our community. It'is about identifying and
modifying policy gaps-(i.e. land development ordlnance) as
well as operational ones.

As it relates to our budget processes, there are three refinements
that must be- made to achleve ahgnment with Imag[ne Cary

1. Preparing multl-year forecasts for the Géneral Fund;

2. Imtlatlngr an on-going or ro]llng rewew of our budget
forecasts; and

3. Developmg a ”PrOJect and Service Catalog” (o
effectively manage the organlzatlon and lead into the
future. . ,

s However before addttuona! |nformat|on is provided on these 1 J
6. As a guide for establishing

-recommendatlons the Town's’ cultural obJectlves must be

results. Our culture is either prope!llng us forward into the futire

or stifling progress. Thus, our discussion must begin here.
Culture: lmagining a Boundryless O'r'ganization

Transformatton can only happen at; orgamzatlons with cu[tures

throughout the organization : and communlty

If one pei?son doesn’t‘ coun't',“then none of us c'ounts
- TOWN Of CARY

THE PURPOSE OF
_IMAGINE CARY

The pian should serve multiple
purposes*

makmg related to de_velopment_
proposals; :

2. For coordinating planning efforts

between the Town and adjacent

| jurisdfctibns,-

3. For planning for future service,

and facrl:ty needs

' 4.2For qualu‘ymg for state and
- federal grant programs; ‘

5. As a marketing tool used to)

showease the key initiatives that,
-will continue to maintain Cary’s|
competitive edge as ‘a premier]
community to live, work, play,

- learn, and raise a family; and

annval work plans for Town|
departments
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We must hold an unwaverlng commitient to the individual
employee’s self-determination by providing an atmosphere in
Wh|ch people can reach their full potentlal

This starts by encouraglng authentruty and individulity and
_recognizing that all great teams successfully- balancé the unigue
needs of the mdlwdual with the collectlve goals of the
organlzatlon

That's the value of the developing culture at the Town of Cary—
a’culture that breeds an endless search for ideas that stand or
fall on their merits rather than on the rank of their originator, a
: culture that bnngs every mind into the game

Wewill find, challenge and reWard people by making it safe to
work outside of one’s department, to.iterate and adapt ideas,

and, ultimately, to run experiments. This requires a respect for -

authonty but a disdain of bureaucracy

Success means recogmzmg that the dec151on makrng hlerarchy

and communication structure in orgamzatzons are two different

things. Members of any department should be able to approach
-anyone in another department to solve problems. It also means

"have 6 be the first to know aboiit. somethmg gomg on in thelr
areas of responsibility.

The challenges of the future involve technalogy, speed, and
'hyper competition. Those factors will accelerate and intensify
as time goés by. Projects increasingly require information and
process sophistication from many fields. To excel in a complex
and uncertain. environment, peop]e need to work together in
- new and unpredictable ways. :

Successful municipalities often become impressed with how
big they are and at the saime time nervous about the need to
control their size, for fear.of losing what made them “big” in the
first place. Further complicating this, they | become increasingly
risk-adverse and driven by a fear.of failure as opposed to being
driven by_o_pportumty

TOWN of CARY

WE WILL FIND,
CHALLENGE AND

-R'EWA-RDJPEOPLE':BY
MAKING-IT SAGE.TO
"WORK OUTSIDE OF

ONE’S
-DEPARTMENT.
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This often leads.to layers, structure and more bureaucracy and
eventually stifled and frustrated peopfe

'l see size. dlfferently I understand its lnherent limitations—on.

: speed and on clarlty of communicatlons, among other thlngs—

~ size offers the ablllty to take blg swings, to live in‘the future.
Processes' Relmaglnmg the Budget. Process
Some-of the same processes, policies and procedures that built

Cary's - umquely ‘well-oiled machine now serve as potential
obstacle to ensuring the:long-term success they were intenided

:to serve.’ To keep Cary great we must: contmuously learn and -

and the success of our communlty for years to come.

Many orgamzatlons struggle with the mherent structural
conflict between strategy and organizational design. The Town
of Cary is no different. A successfully linked strategic

p]anmng/budgetmg process depends not on]y on 1ntegratmg

,Iong—term goals with the short—term reallties of the Annual

. Budget

Strategic plannlng is a future-oriented, visionary, and proactive
process in which accuracy. and currency of information are of
secondary importance. B‘udgetmg is"a conservative process,
oriented toward.the present and past; accuracy and currency of
information are of primary importance. The two processes are
structuralty different and must be managed separately, vet they
must a]so be synchromzed :

'Gfeneral Fund: Moving to MU'Iti-Year'Projectib,ns

New for the 2018 Budget are revenue and expenditure
projéctions for:the General Fund for years 2019 and 2020, By

viewing our:General Fund in a manner similar to our Capltal _
Budget, it allows the Town Council to more easily ldentlfy the

long-term. lmpact of eperating decisions.

QUARTERLY
REVIEW OF THE
' 2028 BUDGET

DATE  ACTIVITY

October ~ Mini-
24 Retreat
' Qz
Review

‘Budget
Update &
Adjust

January, " Retreat
2018 02
Review

Budget
Update &
Adjust

April, - Mini-

2018 Retreat -
03
Review

Budgtet
Update &
Adjust

. August, Qs
2018 . Review
' Annval
Report
Presented
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' Thls is of critrcal lmportance in an environment. of slower
growth.

will be-. gamed each quarter as- addltlonal progress is made
refining ‘this system. While lmagme Cary's broad ‘direction is

" intended to last for multiple years, we will continue to pursie
an. annual:cadence of revisiting and. refining our threg-year .

rolhng strategy, a!lowmg for-changes every year and-larger
course corrections when required. We will also maintain the
practice of communicating our strategy to the organization. -

Updating Proj‘ections: 'Rolling Forecasts

The problem with tradltronal budgetl ng is that it often creates a

sense of inflexibility: that limits an organization’s agility and

responsive in today’s ever-changing environment. The current

“annual budget process-has many elements of a fixed contract -
which positions the Budget itself as'the goal as opposed as to
servrng asa management tool :

Many organizations seek to mltrgate some of the budgeting
problems noted above by implementing a form of forecasting
that allows managers to update b‘udgeted numbers”'with ac'tual

determmed annual - flnanCIal and operatlonal targets will be'

met.

When this approach is taken, the purpose of forecasting shifts
i dramatrcal!y Instead of dlSCUSSIOnS about organizational

evaluatlon

Through our quarterly updates we may identify new and better
ways. to serve. the broader goals of the communlty We may

in relat.lye |mportance w_h_en cornpared to. n_ew p0$§!bllltles _

TOWN of CARY

“IF-THE RATE OF
-CHANGE ON THE
QUTSIDE EXCEEDS
THE RATE OF
CHANGE ON THE
INSIDE, THE:END IS~
NEAR.”

Jack WELCH

316 North Academy Street-© Caty, NC 27513 = PO Box 8005 * Caty, NC 27512-8005

Page 5




Services: Reimagining our Service Portfolio

Cary’s multi-decade period of expansion not only increased the
community’s physical boundaries and tax base but also raised

the bar and redeflned for our cmzens what a ]ocal government '

Cary Town Government has taken immerise prrde in saymg
“yes.” Armed with abundant resources, our organization, flush
with amazing talent, has created a multi- layered, - multi-
dimensional, and cherished - portfolic of services. = These
services are backed by an implied turn- around trme, which in
Cary has come to mean now. ‘ :

From flscal year to fiscal - year and.. based on our crtrzens .

understandable appetite - for more- and better, - lengthy

discussions-from the Council to the staff about new initiatives.

and -assignment_s-occurred.

Over tlme, and with a- contlnurng fundmg stream, -a focus_ on
the legacy work that's still being done was, in fact, a practical
_ inconsequence, and inconsequence of such-proportion that
there is no. unrversa[ llstlng, catalog, or report that provides a

Without such “basrc mformatron and” wrthout a future
characterized by expansion, itis impossible for our citizens and
our Town Council to make-informed decisions built upon a
bedrock of cost vs. benefit analysrs '

~As well documehted in Imagine Cary, our revenue model is
built for a high-growth community. if our financing structure
(revenues and/or-expenditures) is not addressed we will enter a
period of structural imbalance. -

We must solve this;problerr‘ibefore it:exists.

TOWN Of CARY

ARMED WITH
ABUNDANT
RESOURCES, OQUR
: ORGANIZAT.'GN,
FLUSH WITH AMAZING
CTALENT, HAS
CREATED A MULTI-
LAYERED, MULTI-
"DIMENSIONAL AND
CHERISHED
PORTFOLIO OF
SERVICES

"As CARY RUNS QUT
OF LAND FOR
D’EVEL OPMENT A’ND
OF SLOWER
GROWTH.... COULD
EXPERIENCE A
DECLINING RATE OF

"REVENUE GROWTH.
MEANWHILE, THE
COST.OF PROVIDING
SERVICE AND
MAINTAINING
INFRASTRUCTURE....IS
EXPECTED TO RISE
AND:THE ANNUAL
INCREASE IN COSTS
COULD EVENTUALLY -
SURPASS THE
ANCREASE IN
REVENUES AT
CURRENT TAX
RATES.”

IMAGINE CARY
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understandmg of our. cost structure, combmed W|th their direct

knowledge of our citizen-driven standard of service excellence,

they will -elect to partrc:pate and contmue to make that
_mvestment

" The work we do matters Wthh work matters the' most is an
important discussion about relative value The only way we get
there is with scrutmy :

.In my-first year:as Manager, | have found that the orgamzatlon ~

has lost sight of just how much time people are investing in
legacy. priorities: Questioning our priorities almost always

brings to light significant work that. managers aren’t aware is .

-bemg done or that’s takmg much more time than it should

- We can’t moyve forward strateglcally W|th the Council and

“commuhity without knowing the answer to this quéstion with
total clarity. The council’s determination. of a tax rate must be
aligned with the level of services desnred by the communlty

To this end, our “Project. and Services Catalog” will drive

important conversations with your team of committéd staff

about choices, resources;. and trade-offs.. And the community
and Town Council can attach valie and mieaning to the work
being done by their Town. For the remainder of 2017, and
likely for much of 2018, creatmg this dynamic. catalogue will
remain a top operational prlorlty as we determine what we are
doing and: why we are doing it. ' : :

Summary

The Town of Cary is a 146-year-old large, laWard-winning, full-

sefvice municipality: that has spectacularly. managed ;growth

over the years through high standards; innovation, partnerships, - -

“execution and commitment fo our cmzens The Town of Cary

is trusted — because we perform,

TOWN of CARY

THE TOWN OF CARY
IS'A146-YEAR-OLD
LARGE, AWARD-
WINNING, FULL~
SERVICE
MUNICIPALITY THAT

' HAS
SPECTACULARLY
MANAGED GROWTH

. QVER THE YEARS

THROUGH HIGH

STANDARDS,

INNOVATION,
PARTNERSHIPS,
EXECUTION AND A
COMMITMENT .TO .
" OUR CITIZENS.
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Values bind the Town of Cary together and give us. conﬁdence

in.the future it requlres a personal commltment to excellence |

of pUb|IC servants. It is a pr:vnlege to serve a Town Council
willing to-guide us as the architects of a promising future in the

face of . slowmg growth lncreased competltlon from our

| firmly believe fthat in:Cary anything is-p'oss'ible. Our record of
success is obvious for the world to see. Let us never sacrifice

the future to ease the pain in the present. My colleagues and I.

are grateful for your contlnumg trust and support Our best days
lie-ahead. :

) Since'rely,

Sean R. Stegall
Town Manager

LET US NEVER
‘SACRIFICE THE
FUTURE TO EASE
THE PAIN IN THE

PRESENT.
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