SANFORD CITY COUNCIL
BUDGET WORK SESSION
Tuesday, May 31, 2022
West End Conference Room
225 East Weatherspoon Street, Sanford, NC

The City Council held a budget work session on Tuesday, May 3 1 2022, at 6:00 p.m. in the West
End Conference Room at City Hall. The following people were present:
,

Mayor Chet Mann
Council Member Jimmy Haire
Council Member Charles Taylor
City Attorney Susan Patterson
Deputy City Clerk Vicki Cannady
Financial Services Director Beth Kelly

Mayor Pro Tem Byron Buckels
Council Member Rebecca Wyhof Salmon
City Manager Hal Hegwer
City Clerk Bonnie Davis
Management Analyst Holly Marosites
Budget Analyst Carol Chapman

Absent:
Council Member Sam Gaskins
Council Member Norman “Chas” Post, III
Council Member James Williams

Mayor Mann called the meeting to order.
City Manager Hegwer referenced the attached budget highlight sheet and explained how critical it
is to retain good employees. A cost-of-living adjustment (COLA) of four percent has been included in the
budget and the merit system, which can provide an additional two percent increase based on employee
performance, has been reinstated. The overwhelming majority of employees score high enough on annual
reviews which are conducted by supervisors and while there could be negative consequences, they are rare.
Council Member Taylor suggested that employees who work across several departments be evaluated by
supervisors from those departments to provide a broader analysis rather than basing performance on the
opinion of only one supervisor. Mr. Hegwer explained that the COLA moves all employees but salaries are
compressed without the merit system (starting salaries are increased but those of long-term employees are
not). Mayor Pro Tem Buckels noted that a point-based evaluation system provides the employee control on
how to improve. Council Member Taylor suggested funding a program to incentivize employees for ideas
to increase efficiency and save costs. Council Member Salmon suggested there are many issues to consider
to increase employee recruiting and retention and suggested that Human Resources Director Chris Pickens
consider innovative systems to present to Council. City Manager Hegwer agreed that reinstating the merit
system would help with employee retention but agreed there may be opportunities for innovation. Financial
Services Director Beth Kelly suggested that the merit system could include a range (rather than the standard
two percent) to reward employees whose performance consistently exceeds expectations.
Mayor Mann commented that there was consensus to move forward with the proposed four percent
COLA and to reinstate the merit system.
Mr. Hegwer explained that salary increases through the merit system would be staggered since
reviews are done on employees’ hiring anniversary date. Mrs. Kelly informed Council that the maximum
cost (if all employees received the two percent increase) would be about $524,000 across the General and
Utility Funds. Mr. Hegwer commented that salaries are a large expense since the City is in the service
industry. He also stated that there will also be an increase in retirement funding of 0.75 percent for
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employees and 1 percent for law enforcement officers since the retirement fund did not meet the seven
percent target on return, noting that the retirement system is a critical tool for employee retention.
Council Member Taylor suggested allocating $1.5 million in fund Balance so that future Councils
could fund the merit system. City Manager Hegwer suggested that would be problematic since it would be
a recurring expense but funds could be allocated for bonuses. Mr. Taylor suggested recognizing employees
at annual banquets. Mr. Hegwer also noted that increases in the City’s self-funded health insurance
premiums have been absorbed by the City and not passed along to employees. Claims have decreased
slightly in the past few years and there is currently a small cushion but we should be prepared for any
potential increases in the future.
Regarding personnel, City Manager Hegwer explained that the Inspection Department is adequately
staffed but there would be a huge problem if we lose any employees. The most recent hire will be funded
for a full year in this year’ s budget and with our anticipated growth, he suggested hiring another inspector
to ensure there are no building inspection delays. Two new positions, Grant Analyst and
Utilities/Engineering Director, will also be fully funded in the upcoming budget. We have not hired a City
Engineer but hope to soon and the part-time Customer Service Representative position (30 hours) in the
Revenue Department will be converted to a full-time position. While there will be additional costs for
benefits, we will no longer be paying temporary agency fees.
Council Member Taylor noted that there are numerous issues with code and zoning violations
arking,
signs, storage buildings, abandoned cars, etc.) that consume a great deal of staff time and
(p
suggested the City fund a hybrid position that would fall under supervision of Code Enforcement. It would
be funded entirely by the City to address and enforce City issues only. Community Development Director
Marshall Downey commented on the importance of enforcing regulations and the volume of development
requests, reminding everyone that the Code Enforcement Department covers not only the City, but the
County and Town of Broadway as well. The new position would be flexible and focus mainly on zoning
issues but also on code issues; all three inspectors would be cross trained. Mayor Mann noted there was
consensus to move forward with funding a new hybrid position to cover these duties.
City Manager Hegwer explained that no property tax increase has been proposed and the only
increase proposed in the General Fund is $10 to the solid waste fee (an inflationary increase by GFL, the
service provider) which will generate about $96,000. Other proposed budget highlights are system
development fees (SDFs), which have been discussed many times in the last few years, and Utility Fund
rate increases of ten percent for water and six percent for wastewater. Mrs. Kelly noted that SDFs are
restricted for use only in capital accounts and the public hearing has been scheduled. If Council does not
approve them, they will be removed from the budget. Mayor Mann stated that he was contacted by an outof-town developer who was opposed to SDFs but when he talked to local developers, they suggested that
the SDFs are a fair system to pay for growth. Council Member Taylor added that he had spoken with a
builder who questioned whether there would be capacity for the next five years and when he explained that
SDFs address this, he was satisfied. Mr. Hegwer commented that typical utility customers are not driving
growth, do not need increased capacity and shouldn’t bear the cost of expansion.
Mr. Hegwer is recommending a five percent increase in funding to SAGA (Sanford Area Growth
Alliance) rather than the requested ten percent; however, he did include $42,500 for website upgrades (the
County also budgeted $42,500 for this).
Mr. Hegwer reminded everyone that no ARPA (American Rescue Plan Act) funds were included in
this year’s budget since more feedback is still needed from Council on prioritizing the approximately $9
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million in remaining funds. Design work is underway for the new fire station, with six months’ debt
payment included in the current budget. Next year will be a full year, along with salary and operating
expenses, although staffapplied for a grant that may cover some ofthose costs. Another $25,000 is budgeted
for the Parks Capital Reserve fund, which currently has a balance of about $139,000. Several comments
were made about the popularity of the Kiwanis Family Park splash pad and Mrs. Kelly confirmed that the
County is using some of its ARPA funding at Horton Park for a zero-entry pool and splash pad.
Lighting for the Colon Road/US Highway #1 intersection is included, along with street resurfacing
of $575,000 which is funded through the vehicle tax. Mrs. Kelly explained that $5 of that $30 fee can be
used for street-related capital needs. She confirmed that this fee produces no surplus since we spend more
than $575,000 on resurfacing. Mr. Hegwer commented that it would likely take $1.5 to $2 million annually
to maintain all 1 3 5 miles of City streets but we are funding only two to three miles annually, so there will
be complaints. Council Member Taylor suggested working aggressively to prolong the life of our streets.
Mr. Hegwer stated that the current philosophy is to address needs prior to the critical 15-year point and
noted that the street condition study is conducted every four years. Other items included for funding in this
year’s budget include: a weather station lightning detection system for the splash pad for additional safety;
the Angel Wings feature downtown; additional wayfinding signage; and a Parks Master Plan (necessary for
PARTF grants for a potential second splash pad).
Regarding the golf course, Council Member Taylor commented that some groups from out-of-town
have standing reservations which could limit local play, and suggested a higher fee for non-residents. City
Manager Hegwer confirmed that this issue would be revisited. Financial Services Director Kelly noted that
there were two different rates at one time but she was not sure of details.
Mayor Mann requested a short recess at 8:00 p.m. and the meeting was re-convened at 8:05 p.m.
Mr. Hegwer explained that staff analyzes departmental equipment priorities based on condition,
safety, and replacement schedules (fire trucks are typically on a ten-year replacement schedule to maximize
resale), and final decisions are made based on balancing these concerns with available funds. He also
commented on recent vehicle cost increases and stated that decisions are based on balancing costs, resale
values, high mileage (police cars vehicles driven near constantly) and maintenance.
Regarding the fact that no ladder truck (“aerial platform”) for the fire department was funded, Mr.
Hegwer explained that the new fire station to be constructed at the intersection of US Highway #1 and
Colon Road will require new equipment and it takes about 14 months from order to delivery. As more
construction information becomes available, we will likely use installment proceeds to purchase an aerial
platform. He also noted that SCBA (self-contained breathing apparatus) equipment, which was rated as a
number one priority, was funded but a grant may help fund some of this. Replacement radios were also
funded but the pumper, brush truck and other equipment will be considered later. Mr. Taylor stated that the
Northview Rural Fire Department has an aerial platform and questioned whether staff could contract to use
it if needed. Mr. Hegwer confirmed that staff has spoken with Northview staff and they indicated that it
would be available if needed.
City Manager Hegwer stated that there were no large capital expenditures in the Solid Waste
Department but a street sweeper will be replaced (through Street Department budget). Staffmakes an effort
to replace some sidewalks, street and gutters annually (about $ 100,000 has been budgeted) to maintain a
balance since it would be more difficult if this falls behind. The Woodland Avenue improvement project
was funded through DOT at 80 percent with the City funding 20 percent. Mayor Pro Tem Buckels
questioned whether it would be better to complete sidewalk on one side along the entire street. Council
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Member Salmon commented that Woodland has a high volume of walkers and agreed that this should be
considered. Mr. Hegwer stated that we must determine whether to do sidewalks along both sides to a point
or on one side only along the entire street and agreed to address this at a future workshop meeting.
Council Member Haire requested a status update on the Hal Siler monument (possibly a bronze
statue). City Manager Hegwer explained that there had been several conversations but no final decision has
been made. Mayor Mann recalled that the cost estimate was around $90,000.
Council Member Taylor questioned the cost to renovate the 1 7 vacant units at the Wilrik Hotel (24
of 4 1 units are currently rented) which is under control of the Sanford Affordable Housing Development
Corporation (SAHDC). City Manager Hegwer explained that all of them need new heating and cooling
systems since prior management used systems from vacant units to replace occupied units before SAHDC
gained control. Council Member Salmon explained that SAHDC prioritized units that could be renovated
quicker at the most affordable cost but all units have issues. Mayor Mann stated that after the IRS reinstates
SAHDC’s non-profit status (in jeopardy due to prior management), another property owned by SAHDC
can be sold and those proceeds could fund renovations needed at the Wilrik.
City Manager Hegwer informed Council that SAHDC has a right of first refusal to purchase the
Firetower Crossing Apartments at the very reasonable of $275,000 but does not have adequate cash flow or
funding nor does the City have adequate staffing to manage it. SAHDC also receives $5,000 annually in
revenue as a partner in this property so this is another issue that must be resolved. While it would be great
for SAHDC to own and control property that provides affordable housing to low- and moderate-income
individuals, it may be more prudent to assign that right to another non-profit entity. The City could loan
funds to SAHDC for purchase the property; SAHDC could assign the right of first refusal to another nonprofit (such as Brick Capital Development Corporation) and require that SAHDC be paid the $5,000
annually or require a lump sum payment for it. Attorney Patterson noted that the property will need upgrades
required by the Americans with Disability Act (ADA) and a large balloon payment secured by the property
will be due in 2032. Mayor Mann announced that the SAHDC board will meet tomorrow and discuss how
to proceed.
Financial Services Director Beth Kelly reminded everyone of two large projects, the Automated
Metering System and wastewater treatment plant expansion. Staffhas had several discussions with the State
Legislature and Golden LEAF Foundation which both provided funding for the Triangle Innovation Point
(TIP) utility lines that will serve the VinFast electric automotive facility about how those funds can best be
used. Staffis meeting next week with a team ofprofessionals to discuss the expansion and system mergers,
including the Town of Broadway. Mrs. Kelly reminded Council that potential increases of twelve and ten
percent (water/wastewater) were being considered at the time of this year’ s Council retreat but they were
reduced to ten and six percent because ofthe $40 million low-interest rate loan (0. 1 3 percent annual interest)
through the State Revolving Fund and we may qualify for additional funding. Some projects have been
combined with the TIP/VinFast projects (which helped with some costs) but this year’s operating expenses
are almost $1 million more than last year, with about $400,000 increased chemical costs. She also noted
that the SPY loan requires a 20-year payback, rather than 25, which increases debt service payments up
front but lowers total payments. Council Member Salmon noted how critical timing is on these projects and
requested a timeline, cost and milestone summary for these projects.
Regarding space needs at City Hall, Mr. Hegwer stated that some workers can work from home to
free space but with upcoming utility projects, the Finance Department will require another position. He
spoke with Lee County Manager Dr. John Cmmpton about staffing options at the Buggy Building but we
want to ensure we have adequate space for growth over the next 20 to 30 years, when some of those
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employees could be shifted back to City offices. Council Member Taylor suggested we be aggressive in
constructing new space and suggested that meeting space could be shared with the County. Council Member
Salmon commented on the employee computer purchase program and suggested other ways the City might
provide unconventional methods to attract and retain employees.
Council Member Taylor commented on the increased need for contacted legal services and
questioned whether we should consider hiring an Assistant or Junior City Attorney to be supervised by City
Attorney Patterson. Attorney Patterson recommended that we continue outsourcing as services are needed.
She agreed that several firms have provided valuable services to the City and noted that she provides service
for all departments but she could always use help and may do more outsourcing. Mr. Hegwer agreed that
outsourcing allows us to obtain specific expertise as needed. Attorney Patterson acknowledged that some
municipalities have attorneys who handle specific departments (police, staff, real estate) and there may be
a need in the future as the City grows but that would depend on budgeting. While she would like to delegate
some matters, supervision would be time-consuming and there would be increased personnel costs, so it
doesn’t appear to be the best choice at this time. Mr. Hegwer stated that other options will be considered
once outsourcing reaches a certain point.
Council Member Taylor asked City Manager Hegwer about implementing employee retention
programs, particularly in specialized departments (Engineering, Inspections) and Council Member Salmon
noted that succession planning is also needed. Mr. Hegwer acknowledged that some employees in the Police
and Inspection Departments have left for other jobs but some have returned. He noted that it is difficult
being near the RaleighlDurhamlChapel Hill area since we cannot match those salaries. Ms. Salmon
commented that the issue is how to increase interest in public service job paths and suggested we make a
concerted effort to encourage youth to pursue careers in the Fire and Police Departments. Among the
suggestions were job fairs, social media, spotlighting employees, increased programs through Central
Carolina Community College, and a fire academy. Mayor Mann commented on the “great resignation” of
the past few years that has affected not only municipalities, but all segments of the economy. He also
suggested that some of the new residents coming to Sanford will have spouses who will be in our labor
pool. Financial Services Director Kelly commented that long-term benefits such as insurance and retirement
programs are not as important to younger employees. Mr. Hegwer stated that a priority in retaining
employees is providing the proposed COLA and returning the merit program, and noted that several longterm employees are retiring and it will not be easy to replace them.
Adjournment
Council Member Taylor made the motion to adjourn. Seconded by Council Member Salmon, the
motion carried unanimously.
ALL EXhIBITS CONTAINED HEREIN ARE HEREBY INCORPORATED BY REFERENCE
AND MADE A PART OF THESE MINUTES.

Submitted,

Attest:

Bonni Davis, City Clerk
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