Basic Information: Union Township’s general operating budget is approximately $1.4
million and includes expenditures for public safety, general government, health and
welfare, public works, debt service, pensions, and recreation.  Overall expenses for the
Township will have |ncreased an average of 2.6% per year over ten years. This is an
acceptable level of |ncrease and is lower than most local governments over the same time
period. In fact, based on actlon taken on June 9, 2005 to disband the police department,
the Township’s expenses w1|| be approxnmately 35% less in 2006. This estimated savings

in expenses is demonstrated in the attached exhibits.

FINDINGS R

The Township has worked ‘d'_iltigently to control overall expenses. The Township’s budget,
like most mUnicipaI budg"et‘s:is" ’ab'o'u't 80% personnel and related costs. For this reason
the only way to reduce costs at any meanmgful level is to reduce staff. Unfortunately, the
general fund revenue, bec_ use lt has experlenced almost no increase over ten (10) years,
is not available to support the_ rlsmg costs of personnel and related benefit costs in the

Township.

1. General Government Thls category includes general government expenses such as
the Township Offlce audltors tax collectlon legal, engineering, and building and
plants. It is estlmated to be approxmately $42,000 over budget pro;ectlons ._
Expenses for tax collect|0n are . estimated to be at budget or close to budget
projections for the year Legal fees are estimated to be approximately $46,000 over

budget due to a number‘ of legal challenges and actions that have been initiated by

the collective bargalnmg unlt where the Township is a Defendant The expenses for:
the Township Secretary’s office are estimated to be below budget by approxmately '
$27,000 primarily due to the vacancy in the Clerk’ p051t|on for most of the year
achieving savings in salary and benefits. Engmeenng costs are estimated to be at
budget or close to budget projections for the yeéar. Buildlngs & Plants expenses are
estimated to be over budget by approximately $5, OOO due to the payment of some
2004 bills in 2005 resulting in payments for utilities in excess of budgeted amounts

2. Expenses for the Police Department are 40% of the general operatlng budget are
high for a Second Class Township whose main prlorlty should be the_ _malnte_nance and
upkeep of roads. When you include an additional 19% of the budget for insu'rances

and employee benefits, the expense for public safety was well over the 60% mark.




This is higher than any other comparable community in Washington County. For this
reason, the Township took action at the June 2005 Supervisor meeting to disband the
police department and to utilize the PA State Police services for the Township effective
July 9, 2005.

Fire service expenses are about 6% of the budget. Most of this expense is related to a
pass through grant from the state foreign fire insurance and to payments to the water
company for hydrant use. Only about 2% of the budget (about $22,000) is an actual
contribution to the fire company. v

The Public Works Department makes up 18% of the overall budget and has increased
by only about 12% over the past ten years. This is lower than most of the

‘comparable communities of similar size and budget in Washington County and much

lower than the normal CPI increases for materials and labor. In 2005, this category is
éstimated to be under budget by approximately $73,000 due to the postponement of

‘major street projects to future years. It should be noted that the health benefits for

this department are estimated to be approximately $6,000 over budget and the
vehicle expense is estimated to be approximately $3,000 over budget. These

-overages are offset by the under expenditure for major road programs.

Planning, zoning and code expense have been very low, averaging about 1.5% of the
total budget. This is very low for a Township that has large tracts of undeveloped

land and is currently experiencing increased development activity.

. Recreation makes up less than 1% of the overall budget. The Township spends

- almost nothing for recreation, open space and leisure activities.

9.

10.
“amount of $127,750 that are due based on the 2004 audit report and additional

Debt service expense has remained relatively constant over the past ten (10) years at
about 3% of the Township budget. This is extremely low compared to similarly

situated communities.

‘Insurance - In 2005, this category is estimated to be over budget by approximately
'$41,000 due to the Township’s carry over of the 2004 property-casualty-auto

insurance premium payment to 2005 and to higher than budgeted workers

compensation insurance.:

"Employee Benefits- = In 2005, this category is estimated to be over budget by

approx'imaicely $9,000 because the Township did not budget for the entire distribution
of state aid to be paid into the pension fund. This category will decrease substantialiy
in future years due to the disbandment of the police department.

Other Uses - In 2005, this category includes current unbudgeted liabilities in the

transfers of funds from restricted accounts that must be repaid by year end 2005. For
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this reason, this category is estimated to be $127,750 over the projected budget for

this category.

RECOMMENDATIONS

Based on the findings above, the Township Supervisors and management should consider:

@ Public Safety - the Township has already taken the very significant step of disbanding

- the police department and working with the PA State Police to take over the police
coverage for the community. In addition to this critical step, the Township Supervisors

should consider:
1.

Ensure that mutual aid agreements for police and fire are in place so
that extraordinary emergencies can be addressed on a regional basis
with a cooperative approach. No one community can ever be
prepared 'to address extraordinary disasters or events without
assistance. _

Consider  working with the volunteer fire company to provide
incentives to volunteers in order to ensure a continued volunteer
service that is trained, prepared, and available to the community for

public safety coverage.

& Planning & Zoning - Consider an increase in budget allocations for the areas of

planning, zoning, development and code enforcement. These are the most important

areas for a community that is beginning to experience some growth. . It is critical that

“the prbpe‘r planning tools be in place.

1.

4,

The Township should budget for a full time zoning and building
official that is available during regular business hours for meeting
with applicants and reviewing submissions under the Township's
Zoning, land development and subdivision ordinances. The Zoning
Official should also attend Planning Commission meetings, Zoning
Hearing Board meetings and OCCasjbnally»provide upgates to the

Board of Supervisors.

~ The Township must -have access to a professional Planning

Consultant on a regular basis to provide advice, plan review and
regular updates to the Township’s ordinances. The planning

consultant should attend all meetings of the Planning

- Commission.

x
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3. The Township should put application and review procedures in
place to encourage development and to make the process “user

friendly” to its applicants while maintaining the integrity of the

planning process.

Other Departments - It is recommended that the Township Supervisors and

management should:

Consider employing at least one additional part-time person in the Secretary’s
office in order to keep all of the mandated record keeping functions floWing. It is
nearly impossible for the Township Secretary to undertake all of the required duties
under the Code and to also complete payroll, accounting, budgeting and reporting

req(jirements A part-time person could at least answer the telephone, make

coples prepare minutes, and take care of resident comiplaints on a regular basis.
This is very important to the smooth operation of the Township’s business and to
make su re that the resudents receive the sérvice that they deserve.

Attempt to obtain co- pays on insurance premiums from all employees through
collectlve bargalnlng in order to offset some of the increased health care costs.
Cross train all road employees to work on all equipment and in the parks so that
they can be veasily:tr‘ansferred to the area that is most in critical and where
resources are most needed o '

Determlne what other expenses can be attributed to funds other than general
operatlng—— expenses for services related to development, street lighting, water
and sewer serv:ces and others might be transferred to other funds.

Continue a moderate level of borrowmg for improvéements to streets, bridges, and
acilities so that capital project expenses are well planned and properly funded.
Debt Serwce shouId be spread over the useful life of the planned lmprovements If

necessary, adopt a speC|al levy for debt service purposes. A community that has

no debt lS usually not maklng adequate infrastructure improvéments.

Con5|der allocations for parks and recreation. These can generally be maximized
by matching local allocations with grants and, thereby, doubling the funding for
projects in the Township. The quality of life in a community is vastly improved by
the provision of adequate recreation and leisure facilities and activities.

Utilize part-time summer employees for low-level laborer activities that can

supplement the regular work force.
Continue to utilize cooperative purchasing and state contracts for supplies and

purchases in order to contain costs.
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The Budget — 1t is extremely important in the budgeting process that all costs for
programs,’lservices, projects, and purchases are included as proposed expenditures. The
Township should undertake the budgeting process by utilizing spreadsheets with at least
three (3) prior years of actual expenditures and with input from the department heads and

Township staff during the budgeting process. Some of the items that were incorrectly

budgeted in the past are noted below:

1.
2.

Carry over of prior years expenditures are not included in budget allocations.
Expense items are routinely under budgeted. Examples are legal fees, expenses
for building and plants, benefits and insura'nce payments.

Debt service expense is not clearly deﬁned4 or.budgeted. ,

Pension expenses are not included in the budget for police pension MMO as
required by Act 205 and pension expense is not accurately calculated for non-
uniform employees. This understates the expense side of the budget

Budget line items are routm_e_ly‘over-expe_nded. Because there is no formal
purchasing procedure, department heads and ofﬁoials toutinely purchase items
that are not included in the budget. Because t.'here_.is no system' to identify
whether a line item has been exceeded, and because the Toy\(nsh}p accounting

system is on a cash b'asis the payébles are not identified early ehough in the

process for proper control of expenditures.
Additional accounting line items should be set up so that specuflc expenses related

to projects, grants, and pass—through amounts can be properly ldentlﬁed

(See “Budget Pitfalls” in Section 5 of t_h.i's.re_por_t'. )

Exhibits 19 through 27 provide trend analysis of Township expenditures:for a ten-year
.- period. A 2005 budget projection that consnders thls ten year trendmg mformatlon is
provided for the Township’s use in Appendlx D for the 2006 budgetmg process

13
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