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Date: October 30, 2013 

To: General Managers of All City Departments 

 (Except Airports, Harbor, Water & Power, LACERS, and Fire & Police Pensions) 

From: Mayor Eric Garcetti 

FISCAL YEAR 2014-15 

BUDGET POLICY AND GOALS 
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As Mayor, I am focused on working with you on a “Back-To-

Basics” agenda that prioritizes economic development and 

making city government work better for our residents. The 

primary vehicle for achieving our goals is the budget process 

and the allocation of our limited resources. Working together, 

we will balance our budget in the short term and achieve long 

term fiscal sustainability; prioritize spending on what matters 

most to Angelenos; and break down silos between 

departments.  Hard choices will be required and I will not shy 

away from them--making them now will build a stronger city 

that benefits us all in the future.   

 

The Fiscal Year 2014-15 budget presents both a challenge and an opportunity.  The harsh cuts of 

recent years have taken a severe toll on service levels to our residents and postponed needed 

investments in our capital infrastructure, technology, training, and organizational capacity.  

Although revenues are recovering, the strain on our financial resources remains.  The challenge 

lies in balancing the expectation of better times with the fiscal reality of continuing shortfalls. 

 

Opportunity lies in tackling this challenge in a fresh way.  Much 

has been said about moving to Performance Budgeting in 

previous years, but only now are we truly reshaping the 

process to move decisively in that direction.  By itself, 

Performance Budgeting does not bring new resources; 

however, it does change the conversation from “what we cut” 

to “what we deliver.” Performance Budgeting allocates resources to the priority outcomes we 

want to achieve in the future instead of fixating on the way we spent money in the past.  In 

addition, with 86 percent of budget spending allocated to personnel-related costs, the fact that 

most employee MOUs are expiring in the coming year presents an opportunity. As a result, I look 

forward to engaging with our employees and their labor representatives to achieve reforms and 

savings that lead to fiscal sustainability, which benefits us all.  At the same time, effective budgets 

should be based on employee-led innovation that values public service and rewards the hard 

work and new ideas of our excellent and talented workforce. 

 

This first year marks a transition.  As we work together to reshape the budget, our collective 

measures of success in Performance Budgeting are the following: 

 

1. Higher priority activities will receive more money to deliver the results that matter most 

2. Lower priority activities will be reduced or eliminated 

3. Investments will be made in innovative ways of doing business more efficiently and 

effectively 

 

“Working together, we will 

balance our budget in the 

short term and achieve long 

term fiscal sustainability.” 
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Achieving long-term fiscal sustainability will require continued fiscal discipline.  Over the next 

four years, we need to eliminate the structural deficit and strengthen our financial foundation to 

weather adversity.  We will do this by: 

● Building our reserve and budget stabilization funds  

● Addressing our shortfall with on-going solutions, not with short-term fixes 

● Addressing liabilities, including the police over-time bank 

● Controlling our personnel costs and long-term liabilities through successful partnerships 

with labor and our workforce 

 

We will also strengthen our foundation of safety, economic investment, and effective 

government to build a more prosperous city by: 

● Improving our business climate by making it simpler and thereby quicker to process and 

apply for permits of all kinds, particularly ones that lead to investments in new and 

expanded businesses and good jobs for Angelenos 

● Investing in the “Great Streets” initiative to strengthen our neighborhoods’ infrastructure 

and quality of life 

● Creating an innovation fund to dedicate resources toward initiatives that reduce costs, 

shorten bureaucratic timelines, and improve customer service 

● Maintaining the current level of LAPD officers and support staff and reducing LAFD 

response times to increase public safety 

 

My priority is also to make the budget process more 

open and collaborative.  Making hard choices is never 

easy.  But making them together will bring the best 

results in the long run.  I want to work effectively across 

departments on what is best for our city as a whole.   

 

Together we brought the city through the worst 

economic crisis of the past eight decades.  Similarly, our 

work can ensure we put the recession in the rear view mirror and build a sustainable future for 

the decades ahead. 

 

Current Financial Status 

We have sacrificed much to weather the global economic crisis.  Elected officials, department 

leaders, labor groups, and our employees worked together toward a shared goal of achieving 

stability for the City.  Hard choices were made to postpone capital investment, slash investment 

in technology improvements and training, reduce the workforce, and cut pay and benefits in 

order to balance budgets. 
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“Performance Budgeting does not 

bring new resources; however, it 

does change the conversation from 

‘what to cut’ to ‘what we deliver.’” 
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The City Administrative Officer (CAO) is projecting a General Fund deficit of as much as $242 

million for the upcoming fiscal year.  While this is an early estimate that will likely change during 

the course of the current fiscal year as revenue trends and other factors emerge, we must be 

prepared to address this sizeable deficit.  This sobering number represents a shortfall of 

approximately seven percent of the existing total departmental budget.  In the context of several 

years of deep cuts in most departments, this persistent gap forces continuing hard choices and 

mandates clear thinking about what we can afford. 

 

Performance Budgeting Will Refocus Budget Decisions on 

the Results We Seek 

I plan to build a budget that will not only be balanced but also realigns resources to improve 

citywide performance in priority areas. As Mayor, I have identified Priority Outcomes that focus 

on the results that matter most to our residents. These Priority Outcomes are intended to help 

maintain focus on our “Back to Basics” priorities of economic recovery and a better-functioning 

City government: 

 

1. Promote good jobs for Angelenos all across Los Angeles  

2. Restore the City services that make our neighborhoods livable and attractive 

3. Make our communities the safest in the nation 

4. Create a more sustainable and livable city 

5. Live within our financial means 

6. Provide outstanding customer service to our residents and businesses 

7. Deploy innovation and technology to modernize city government 

8. Restore pride and excellence in public service 

9. Partner with citizens and civic groups to build a greater city 

 

Priority Outcomes One through Four primarily focus on the tangible results residents expect from 

their city; Priority Outcomes Five through Eight address how we strengthen city government 

performance; and Priority Outcome Nine recognizes the vital element of working together with 

residents and civic groups to achieve shared success. 
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Transitioning to Performance Budgeting  

The City’s Fiscal Year 2014-15 budget initiates citywide Performance Budgeting that seeks to 

target our limited resources to achieve the results that matter most – starting with a stronger 

economy and a more effective and efficient city government. 

 

Given the size and scope of the City’s budget, the development of a comprehensive budget 

review process requires that it be phased in over time.   

 

A key step in Performance Budgeting is identifying the desired results.  To facilitate this, four 

interdepartmental Results Teams analyzed the Priority Outcomes that focus primarily on direct 

city services and operations (Good Jobs, Livable Neighborhoods, Community Safety and 

Sustainable City).  These teams are made up of a cross-section of knowledgeable staff from the 

line departments, the Office of the CAO and the Offices of the Mayor, City Council and Controller. 

 

Departments that provide direct services to the public should align budget requests to one or 

more of the first four Priority Outcomes. Then, specifically reference how your budget proposals 

support the other five outcomes.   

 

Support departments are also encouraged to identify direct services provided to other 

departments aligning to the first four outcomes.  Citywide services which do not align to Priority 

Outcomes One through Four will be evaluated based on their alignment to Outcomes Five 

through Nine. 

 

All budget proposals will be evaluated by the Results Teams against the following criteria: 

 

1. Alignment with Priority Outcomes 

2. Inclusion of Measurable Data and Metrics 

3. Added Value/Cost Effectiveness/Return on Investment 

4. Focus on Excellent Customer Service 

 

Performance Metrics 

Metrics will be the fundamental tool in measuring the results of the city’s efforts to achieve the 

desired Priority Outcomes and I appreciate the work your department has done to date to 

develop metrics for our citywide dashboard.  
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This is not new to the City.  LAPD Compstat, a globally recognized model, successfully aggregates 

and analyzes data to deploy resources to achieve results.  But we must do more—the city as a 

whole must move towards a data-driven model. 

 

The Results Teams have indicated suggested metrics which 

most closely measure progress towards the achievement of 

the Priority Outcomes.  Proposals that “move the needle” on 

these metrics will be gauged favorably. 

 

Innovation Fund 

I have instructed the CAO to establish an Innovation Fund to jump start highly innovative ideas 

from your departments that arise during the fiscal year.  This Fund will provide a mechanism to 

quickly invest in innovation that will provide immediate, measurable, and sustainable service 

benefits and cost reductions.  Ideas may include interdepartmental initiatives, new technology, 

or incentive funds.   

 

Budget Instructions  

This letter will be followed by “Budget Guidance Documents” that provide detail for all nine of 

the Priority Outcomes, and include specific suggested goals, strategies, and metrics for each 

Priority Outcome.  These are designed to guide your preparation of your “Starting Point” proposal 

and additional funding requests. 

 

All departmental budget submissions are due December 20, 2013.   

 

Submissions should be written as a proposal for funding based upon how your programs support 

the Priority Outcomes and their associated goals and strategies.  To initiate ongoing discussions 

about your budget, we are requesting each department propose a “Starting Point” general fund 

budget up to 95 percent of your adopted Fiscal Year 2013-14 budget.  This does not represent an 

across-the-board action; rather it provides a starting point for the collaborative development of 

your budget. You may also propose additional expenditures beyond your “Starting Point” budget 

for consideration of additional funding, along with a rationale for those additions. 

 

Within this target, you are expected to review your entire budget, realign funding from lower 

value to higher value activities, and propose new and/or innovative ideas as they relate to the 

Priority Outcomes. 
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Given the possibility of a $242 million deficit projected by the CAO, the strength of your 

department’s budget proposal will help us determine your Fiscal Year 2014-15 funding level.  

Departments with strong proposals may expect to 

receive up to 95 percent of their adopted Fiscal Year 

2013-14 budget.  Additional funding beyond the Fiscal 

Year 2013-14 funding level may be provided to 

departments that submit innovative and metrics-driven 

proposals that efficiently deliver the Priority Outcomes.  

 

Departments with significant non-General-Fund revenues must also present information 

regarding their budgets.  Non-General-Fund revenues will be reviewed and prioritized based on 

how they align with the Priority Outcomes and their authorizing policies and codes.  Additionally, 

Special Funded departments must continue to look for efficiencies, measurable service 

improvements, and opportunities to strengthen reserves to ensure fiscal sustainability.  

 

The CAO’s Budget Instructions and Forms will also be forthcoming for completion by your 

department.  Given that this is a departure from previous years, I am instructing my Office of 

Budget and Innovation and the CAO to work closely with you in developing your budget 

proposals. 

 

Through our collective efforts and a recovering economy, the City of Los Angeles can turn the 

corner toward long-term fiscal sustainability.  As Mayor, I am committed to putting L.A. on that 

path.   

 

As I noted earlier and in my September 9th letter, the establishment of this new budget 

framework will be a multi-year undertaking.  I would like to acknowledge the Office of the CAO 

for its support and all the General Managers for their cooperation.  I would also like to 

acknowledge the Controller’s Office and staff members of the Budget and Finance Committee 

for their leadership on the Results Teams. 

 

For questions related to the overall budget policy, please contact Deputy Mayor Rick Cole at (213) 

922-9772.  For questions related to specific budget instructions, please contact Budget Director 

Matt Crawford at (213) 978-0940. 

 

Thank you for all you do.  I am proud to serve alongside you and look forward to great days ahead 

together. 

 

EG:rc 

 

cc: The Honorable Members of the City Council 

 The Honorable Mike Feuer, City Attorney 

 The Honorable Ron Galperin, City Controller 

 Gerry Miller, Chief Legislative Analyst 

“Realign funding from lower value 

to higher value activities, and 

propose new and/or innovative 

ideas as they relate to the Priority 

Outcomes.” 


