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PURPOSE

To establish guidelines and a methodology for the Board of Supervisors to perform their duties relating to
the budget needed to operate Pima County Government as provided for by law by exercising financial and
programmatic contro! over expenditures and revenues related to County programs and services.

BACKGROUND
Pursuant to the Constitution and Statues of Arizona governing the financial responsibilities of counties:

1. The Board of Supervisors must annually adopt a balanced budget for the operation of Pima County
government.

2. Within that annual budget the Board has the authority and responsibility to determine the individual
budgets of all elected and appointed County officers.

3. Elected and appointed officers of the County may not expend public monies in excess' of those
appropriated by the Board.

4. Elected and appointed officers of the County may not expend public monies for a purpose not
included in the annual budget adopted by the Board or expend public monies in excess of the amount
specified for each purpose in the budget.

5. In order to perform their financial duties the Board may examine and scrutinize all accounts and
financial transitions of County officers having the care, management, collection or disbursement of
public monies.

6. The Board of Supervisors acting in its legislative capacity has exclusive authority to annually levy
such tax on the property of the County as is necessary to fund the expenses of County government
at a level the Board determines to be appropriate.

POLICY

A. Appropriations for Supplemental Funding

if the Board of Supervisors appropriates supplemental funding to a department in excess of the
base budget or targeted funding level allocated to that department for development of its
annual operating budget, then that supplemental appropriation shall be expended only for the
purpose(s) set forth in the original request or proposal for the supplemental funding together with
any modifications or restrictions imposed by the Board on the appropriation. Alternative use of any
portion of a supplemental appropriation requires prior approval of the Board of Supervisors and such
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requests shall be submitted, processed and transmitted to the Board pursuant to an administrative
procedure developed by the County Administrator. At the time of submitting budget requests for the
next fiscal year each department that received supplemental funding in the last budget adopted by the
Board shall also submit a report accounting for the actual and projected expenditure of each such
appropriation during the current fiscal year. Supplemental monies not expended for the purpose for
which they were appropriated shall revert at the end of the fiscal year to the fund from which they

were appropriated unless otherwise directed by the Board.

Transfers of Appropriations Among Programs

Appropriations by the Board of Supervisors to fund a County program shall not be transferred to or
used for any other County program or purpose without approval of the Board if such transfer
would add or delete a program or substantially increase or decrease the monies expended
or substantially change the leveis of service being provided by any County program including
the acceptance or continuance of any grant that will cause the direct or indirect expenditure of any
non-grant monies of the County. Requests for Board approval of such transfers shall be submitted,
processed and transmitted to the Board pursuant to an administrative procedure developed by the
County Administrator,

For purposes of this policy "Program" means an activity or group of activities, together with related
and necessary equipment and facilities, that accomplish a single function or category of service and
includes each of multiple programs within a single department,

. Budget Exceedance

The County Administrator shall provide to each director or officer of a department of the County a
monthly report beginning at the end of the first quarter of each fiscal year setting forth actual
expenditures and revenues to date of their department and a comparison to the adopted budget.

If at any time after the fiscal year to date report for the month of March the net fund impact of a
department is ten percent more negative than the adopted budget based upon a straight line
apportionment of the adopted budget throughout the fiscal year, the director or officer of that
department shall immediately develop and impiement a budget remediation plan to ensure that the
department’s budgeted net fund impact is not exceeded at the end of the fiscal year. Within ten days
from the issuance of a monthly report showing a department’s net fund impact to be ten percent more
negative than the adopted budget the director or officer of that department shall submit to the
Board of Supervisors through the County Administrator a written budget remediation plan or,
if applicable, an alternative projection utilizing methodology other than straight line that more
accurately predicts no negative variance in net fund impact of the department for the fiscal vear.

If at the end of any fiscal year a department’s net fund impact was more negative than that authorized
by the adopted budget, then the director or officer of that department shall submit a report to the
Board of Supervisors prior to September 1 describing what remedial actions were taken to avoid the

budget exceedance and why such actions were inadequate.

Applicabilit

This policy applies to all departments and special districts of Pima County, whether under the

supervision of an elected or appointed official, as identified in the adopted County Budget. 3 1308
AUG
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Purpose

To establish a countywide policy for the use of performance audits to facilitate and enhance the
effactiveness and efficiency of County departmeants and programs.

Background

Pursuant to law the Board of Supervisors must each year adopt a balanced budget for the operation of Pima
County government that appropriates sufficient funding to "pay as you go”. Correspondingly, elected and
appointed officials and managers of the County cannot, pursuant to law, expend monies in excess of the
amount appropriated by the Board. Notwithstanding this requirement, each fiscal year numerous County
offices, departments and programs have historically overspent their budget or under realized budgeted
revenues thereby creating substantial fiscal uncertainty and an inability for the Board to adequately meet
its responsibility to plan for the budgetary needs of the County.

To constructively address this problem performance audits will be utilized pursuant to this policy to
professionally and independently evaluate how funding is being used and managed to achieve program
results and to recommend appropriate improvements to facilitate increased efficiency and effectiveness.

Policy
A. finition
In this policy, unless the context otherwise requires:

1. "Audit objectives” means the specific issues to be addressed and results to be achieved by an
audit.

2. "Audit scope™ means the programs, activities and functions to be included in an audit.
3. "Economy and Efficiency Audit”™ means an audit that determineas:

(a) Whether the department is acquiring, protecting and using its resources economically and
efficiently,

{b} The causes of identified inefficiencies or uneconomical practices, and

(c) Whether the department has complied with applicable laws, regulations and policies
relating to economy and efficiency.

4. "Management controls” means the plan of organization, methodology and procedures adopted
by management to measure and report performance and ensure that operational and departmental
goals are met.

5. "Net Fund Impact™ or "NFI" means the calculation that gquantifies the difference between
revenues and expenditures for a departmant.
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6. "Performance Audit" means the objective and systematic examination of evidence for the purpose
of providing an independent assessment of the performance of a County department, program,
activity or function in order to provide information to improve accountability to the public and
facilitate fiscal and programmatic decision-making including the initiation of appropriate corrective
action and includes an economy and efficiency audit and a program audit.

7. "Program Audit” means an audit that determines:
{(a) The extent to which desired results or benefits are being achieved,
(b} The effectiveness of programs, activities, or functions, and

{c} Whether the department complies with laws, regulations and policies applicabie to programs,
activities, or functions.

B. Performance Audits to be Undertaken

Each year those departmaents that exceeded their budgated NFI for the previous fiscal year by more
than $250,000 shall be subject to a performance audit as described in section D below. The County
Administrator, based upon a review of the previous fiscal year’s expenditures and revenues related
to each program within such a department, may limit the scope of the performance audit to only
those programs, activities or functions that substantially contributed to the NF| exceedance or that
have a cash deficit.

C.  Selection of Auditors

The County Administrator shall, at least biennially, advertise for interested consultants qualified to
perform audits pursuant to this policy on an as needed basis. A Request for Qualifications shall be
sent to each consultant who responds to the advertisement and to all certified MWBE firms qualified
to perform the types of audits listed in the advertisement. All Qualifications Statements submitted
in rasponse to the Request for Qualifications shall be maintained by the County Administrator’s
Office. As performance audits are required pursuant to this policy, the County Administrator shall
negotiate contracts with particular consultants based on subject matter expertise, availability and/or
resources appropriate to the size of each audit. The contract shall identify the scope of work and
the specific objectives for each audit. The contracts shall be executed by the County Administrator
or the Board as required by the County Code,

D. Performance Audi jectiv n n

Each performance audit shall include a program audit and an economy and efficiency audit guided
by specific audit objectives developed for each performance audit. The objectives of each
performance audit may include, but are not limited to:

1. Determination of the cause(s) of NFl accedence.
. ldentification of revenue enhancement opportunities.

2
3. ldentification of opportunities for cost recovery.
4

. Development of recommendations for achieving program and service delivery economies, cost
efficiencies and operational improvements.

5. Assessment of the performance and compliance of department programs measured against the
purpose or goals prescribed by law or regulation or set by management, applicable technical
standards or norms, expert opinions, prior years’ performance and performance of similar entities.

6. Assessment of existing management controls and development of recommendations for their
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Each department subject to a performance audit, including all of its personnel, shall fully cooperate and
assist the auditors and make all records, documents and information not confidential by law available for

use by the auditors.

E. Audit Report

Upon completion of the audit an Audit Report shall be transmitted to each member of the Board of
Supervisors, the County Administrator and the official or director of the audited department that

includes at least the following:

1. Audit scope, objectives and methodology.

All instances of significant noncompliance.

I

»

Noteworthy accomplishments of the department.

Significant findings and conclusions developed in response to each audit objective.

Recommendations for actions to correct deficiencies and improve operations.

The comments of the department official or director concerning the auditor’s findings, conclusions
and recommendations including plans to correct deficiencies.

7. The nature of any material information omitted from the report and the reason for its

nondisclosure.

BCT 2 6 1999
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Purpose

The purpose of this policy is to establish a Pima County Tax Reduction and Debt Retirement Fund to be
used to reduce cash flow borrowing as well as reduce or offset property tax rate increases that would
otherwise be required to retire long term deficits within the County or fund other one-time expenditures
necessary to provide for the health, safety or welfare of County residents.

Policy

There is established a Pima County Tax Reduction and Debt Retirement Fund. The Fund consists of
unrestricted monies specifically budgeted or transfarred to the Fund by the Board of Supervisors.

Monies to be considered by the Board for potential budgeting or transfer to the Fund shall include:

Unanticipated reimbursements for previously provided services.

Unbudgeted revenues from newly implemented fee schedules.

Unbudgeted revenue sharing or cost savings resulting from actions of the state or federal
government,

4. Proceeds from the sale of County assets.

5. Unbudgeted monetary judgments in favor of the County.

wp =

The minimum target balance for the Fund is five million dollars and may be increased by recommendation
of the County Administrator and approval by the Board.

The Fund shall be used by the Board of Supervisors in adopting the annual operating budget for the
County to reduce the amount of countywide taxes that would otherwise be necessary to be levied.

Expenditures and uses of the Fund may include:

1. Fiscal stabilization by supplementing revenues during aconomic downturns. Such use shall include
a plan to implement appropriate budgetary and financial management changes to accommodate the
new, constrained economic environment.

. Retiring outstanding long and/or short term debt.

Reduction of cash flow horrowing.

Funding of one-time capital purchases with cash to avoid incurring debt, as long as sufficient

reserves remain to ensure financial stability.

5. Funding of outstanding but otherwise unfunded liabilities of the County including liabilities associated

with major County assets.

BwN

The County Administrator shall include within the annual Recommended Budget recommendations
consistent with this policy for allocations to and expenditures from the Fund. During a Fiscal Year the
County Administrator may recommend to the Board that monies identified by this policy be transferred
into the Fund.

OCT 2 6 1999
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Purpose

To provide for a peariodic, comprehensive review of the base budgets of all County departments; to
thoroughly reevaluate the expenditures and revenues attributable to each program within a department;
and to determine optimal levels of funding that coincide with workload, projected revenues, operational
management controls and policy priorities.

Background

Pima County uses a system of target base budgseting to develop and recommend to the Board of
Supervisors an annual operating budget. Under this system a department’s budgeted expenditures and
revenues are adjusted from year-to-year only to the extent that readily identifiable changes to laws or
factual circumstances directly impact expenditures or revenues or to implement specific actions of the
Board. The cumulative effect of target base budgeting is that ongoing programs within departments are
never subject to a comprehensive, systematic reevaluation that examines whether expenditures and
revenues originally assigned within the base continue to be justified within the context of changing service
demands and overall County policies and priorities. This policy addresses this deficiency by providing for
such reevaluation for all departments on a periodic basis.

Policy

A. Utilization of Zero-Base Budgeting - Beginning with fiscal year 2000/2001, every department in
Pima County shall develop an annual operating budget at least once during each subsequent four year
period using zero-base budgeting methodology as described in subsection B of this policy. The County
Administrator shall, prior to December 1, forward to the Board of Supervisors for approval a list of
departments recommended for zero-base budget development for the next fiscal year. For fiscal year
2000/2001 the County Administrator’'s recommended list shall emphasize departments that exceeded
budgeted net fund impact in fiscal year 1998/1999,

B. ro-B ing Methodol - The County Administrator shall develop, adopt and implement
administrative procedures for zero-base budget development that accomplish the following policy
objectives:

1. Requires a department and all of its programs to build a budget from zero to a level based upon
actual services performed.

2. Compares the projected cost of services provided by each program with costs incurred by other
public providers of that service.

3. Requires departments to prioritize and justify the continued existence of each of their programs.

4. Provides the Board of Supervisors with additional relevant information to facilitate a decision as
to whether each program within a department should be continued, discontinued or continued at
an increased or decreased level of funding and service dslivery. This information should include
a description of the projected impacts of incremental reductions to funding received by each
program in the previous fiscal year.

5. Requires departments to submit separata zero-base budget requests for new or expanded services.
ocT 2 6 1994
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Purpose

The purpose of this policy is to ensure optimum financial terms and reimbursements for Pima County when
receiving grant funding and to facilitate informed, timely decisions by the Board of Supervisors when
considering and accepting grants by establishing a formal, uniform process for:

1. Evaluating, applying for and accaepting grants,
2. Negotiating the terms and conditions of grant agreements, and

3. Monitoring grant related expenditures.

Background

Pima County receives significant grant funding from federal, state and lecal agencies. Prior to the adoption
of this policy, the Board of Supervisors frequently was not apprised of grant applications and resuiting fiscal
impacts to the County until after grants were awarded and funding was pending or, in some cases, already
received, Further, information and analysis accompanying requests for grant acceptance were inconsistent
and in some instances insufficiant to allow the Board to manage and plan for the short and long term fisca!
needs of the County. This policy addresses these issues as well as setting forth the Board’s expectations
concerning acceptable terms and conditions under which grant funding is raceived.

Policy
A. Definitions
in this policy, unless the context otherwise requires:
1. "Board" means the Pima County Board of Supervisors.

2. "Fund Impact” means any cash or in-kind matching requirement for the receipt of grant funds and
includes overhead charges if such charges are not entirely supported by grant funds.

3. “"Grant” means any contribution or gift of cash or other assets from a governmental or private entity
to be used for a specific purpose.

4. "Ongoing Grant” means a grant program that is expected to provide grant funding each year for an
unlimited duration and for which the terms and conditions remain substantially unchanged.

5. "Overhead Charges” means direct and indirect administrative costs incurred by the County that are
attributable to and benefit a grant program that are calculated and allocated by the Finance
Department in conformance with federal law and accepted principles of governmental accounting.

6. "Responsible Department” means the department, office or agency under the budgetary
jurisdiction of the Board that has direct oversight responsibility for the program(s) or service{s) to be
funded partially or entirely with funds from a grant award.
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Approval Apply for Gran

1. Except in the case of ongoing grants that have previously been approved by the Board, all
applications for grants that will have a fund impact must be approved by the County Administrator
prior to submittal,

2. Prior to submission of an application for grant funding, the responsible department shall determine
whether receipt of the grant will create current or future fund impact. If a fund impact will occur the
responsible department shall:

a} Calculate the amount of fund impact, both cash and in-kind, for the current and future fiscal years
including the cost to continue the grant funded services when the grant funds expire. If in-kind
match is to be provided the calculation must include impacts on other existing departmental
programs and services.

b} Prepare a cost benefit analysis of the grant including whether the grant funded services are
mandated by law.

¢} Transmit to the County Administrator and the Finance Department the information described in
items {a) and (b) above together with a description of all material grant terms and conditions
including the method and schedule of grant disbursements and whether all overhead charges wiil
be paid from grant funds.

3. The County Administrator shall periodically report to the Board pending grant applications.

Approval A ran

1. All grants must be accepted and approved by the Board prior to receipt and expenditure of grant
funds.

2. Requests by responsible departments for approval to accept grants shall:
{a) Be transmitted tc the County Administrator for placement on the Board's meeting agenda,

{b) Include the information, revised as appropriate to reflect the actual grant award, required by
section B, paragraph 2 of this policy relating to application for grants, and

© Be copied to the Finance Department.

3. If required to comply with a material deadline for acceptance of a grant, the County Administrator
may preliminarily approve acceptance of a grant subject to subsequent ratification by the Board.

Terms an nditions of Gran

Though the Board may authorize exceptions for specific grants, it is the general expectation of the
Board that all grants:

1. Pay all of their overhead charges as calculated and allocated by the Finance Department.

2. Be distributed in advance of expenditures by the County for grant funded services or, if
unavoidable, reimbursed after such expenditures no less frequently than each month. If expenses
will be reimbursed interest expense incurred by the County to advance cash for the services
should be supported by the grant funding.

3. Utilize in-kind contributions in lieu of cash to satisfy match requirements and, if cash must be
utilized, that revenue sources other than General Fund be expended.
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Implementation

The County Administrator shall develop and distribute an administrative procedure to promote
uniform reporting and processing of grant approvals pursuant to this policy.

Prior Polici nd Pr r

All praviously adopted Board of Supervisors’ Policies and County Administrative Procedures in
conflict with this policy are repealed to the extent of such conflicts.

0CT 2 6 1938
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