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FOR THE COUNCIL MEETING OF February 3, 2009 

COUNCIL AGENDA REPORT 

February 3, 2009 

TO: City Council 

FROM: City Manager 
Prepared by: Management Analyst II 

SUBJECT: VOLUNTARY TIME OFF (VTO) PROGRAM 

RECOMMENDATION: 

That the City Council adopt the attached Resolution to designate the period of February 
4, 2009 through December 31, 2009, as a period of economic hardship for the City of 
Santa Maria and authorize the City Manager to implement the attached Voluntary Time 
Off (VTO) Program. 

BACKGROUND 

The City continues to experience severe financial difficulties during this year-old 
recession and must explore more options to further reduce expenses. Because staffing 
is 74 percent of General Fund expenditures, the City must address those costs. 

As you'll recall, the 2008-10 Budget was developed with a number of cost-saving 
measures including $1.2 million in deficit financing using one-time reserves, plus 
reductions to department operating budgets, deferral of over $1 million in cost 
allocations and the postponement of numerous equipment purchases and capital 
projects. 

Despite these proactive measures, the dismal economy is worsening the City's financial 
situation and accelerating the depletion of the City's one-time reserves. Over the past 
two quarters, sales tax and construction permit revenues are down approximately 
$900,000 more than anticipated and if that trend continues, the City will be short close 
to $2 million by year-end. In addition, the State reduced anticipated City revenues by 
$309,000 from June through November 2008 to balance its own budget. 

California is expected to run out of cash in February, which would force the State to 
issue IOU's to vendors, State employees and income tax refund recipients for only the 
second time since the Great Depression. It last gave IOU's during the recession of the 
early 1990's. The Governor has summoned the Legislature into three special sessions 
since November without success to address California's cratering budget. The latest 
projection shows a nearly $15 billion deficit through the end of this fiscal year and a $42 
billion shortfall through June 2010. 
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In anticipation of further revenue reductions, staff is proposing a resurrection of the 
Voluntary Time Off (VTO) program (Attachment 1). Voluntary Time Off is a leave of • 
absence from work without pay for a specified period of time. 

DISCUSSION: 

The purpose of the VTO Program is to provide a vehicle for interested employees to 
help the City in reducing expenses in order to address the revenue shortfall, which, if 
not addressed, may require further, and deeper action such as mandatory time off 
(furloughs), not filling vacant positions, or service reductions, among other options. 

The VTO program would allow City employees who qualify, to voluntarily take unpaid 
leave(s) of up to 96 hours during the remainder of the 2009 calendar year without the 
loss of accrued benefits, such as vacation, sick leave and seniority. Positions which 
must be staffed on a 24-hour basis will generally not be eligible for participation in the 
VTO program. 

Employees would be able to request this time off without pay based on departmental 
approval, to be used consecutively, or intermittently throughout the remainder of the 
calendar year. 

The VTO program was created in 1993 when the City experienced serious financial 
difficulties. The Council authorized its use in 1993 through 1995. 

The City also implemented a Mandatory Time Off (MTO) Program in 1994 and 1995, 
closing all City offices for business - with the exception of police and fire emergency 
services - on 13 designated days and sending employees home without pay. This 
measure was to save the City approximately $500,000 each year. This amounted to a 
five percent cut in pay for employees. 

Alternatives: 
Do not authorize the program and continue to resort to other cost-reduction options 
such as budget reductions for all departments, eliminating some vacant positions, a 
hiring freeze, or a Mandatory Time Off Program. 

Fiscal Considerations: 
Employees who request voluntary time off, and are approved for the elected number of 
hours, would be committing to taking the designated time off without pay. Because of 
reduced salary costs, this program may help the City delay or avoid further operating 
cuts. 

Impact to the Community: 
Time off requests will be coordinated with the employee's supervisor, allowing for 
flexibility ile minimizing, in so much as possible, impact to customer service. 

City Manager 
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TO: DEPARTMENT HEADS 

FROM: CITY MANAGER 

SUBJECT: VOLUNTARY TIME OFF (VTO) PROGRAM 

1. PURPOSE 

CAM 1993-01 
February 16, 1993 

Revised January 20, 2009 

The purpose of the Voluntary Time Off (VTO) Program is to provide a vehicle for 
interested employees to assist in: 

• mitigating the effects of planned or anticipated layoffs on fellow departmental 
employees, and/or 

• helping the City to reduce its expenses and thus assisting the City in dealing with 
its revenue shortfall, which, if not addressed, may require further reductions in 
staff and curtailment of needed public services, and/or 

• achieving salary savings and reducing personnel costs. 

A department head, with the approval of the City Manager, may grant a regular or 
probationary employee a voluntary leave of absence (VTO) without pay with right to 
return to the same position subject to the provisions of this CAM. Interested 
employees will need to Complete a VTO Program Application Form and obtain 
approval from their supervisor and department head, pursuant to Section 5 below. 
Under no circumstances shall an employee's participation in this program result in 
overtime for any other employee. 

2. DECLARATION OF ECONOMIC HARDSHIP 

Such VTO leave shall be available only during a period designated in writing by the 
City Council as a time of economic hardship. 

The City Manager shall notify employees of the VTO Program and of those periods 
of economic hardship designated by the City Council as available for participation. 
The VTO Program may be rescinded by the City Manager at any time upon written 
notice. 

Attachment 1 
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The City Manager shall direct department heads to seriously and adequately 
consider all request to participate in this program. A department head may exercise 
reasonable discretion and approve or deny a request for VTO based upon his/her 
determination of feasibility, including, but not limited to, degree of impact on service 
levels, workload, fiscal impact, and operational concerns. The decision of a 
department head to approve or deny a request to participate in this program is final 
and as such, shall not be appealable. Positions which must be staffed on a 24-hour 
basis will generally not be eligible for participation in the VTO program. 

3. MINIMUM/MAXIMUM TIME OFF 

• 

The maximum number of hours an employee may take off in any payroll calendar 
year is up to 96 hours for full-time employees and up to 72 hours for part-time 
employees. VTO may be taken in increments of half-days for Fair Labor Standards 
Act (FLSA) non-exempt employees and in increments of one full workday for FLSA 
exempt employees. No employee shall work any additional hQurs, beyond those 
regularly scheduled, during the week sZI'l~ takes VTO without prior written 
authorization of the department head (City Manager for the department heads). In 
other words, the total of VTO hours and paid hoUrs, including paid leave time, shall 
not exceed forty (40) hours for full-time employees, or thirty-two (32) hours for part
time employees in a week with VTO. Employees may only take up to one work 
week of VTO (40 hours for full-time and 32 hours for part-time employees) during a • 
pay period. 

4. ELIGIBILITY 

This program is prospective only. Employees already on extended leaves of 
absence without pay shall not be eligible to convert to this VTO Program. 
Accordingly, employees in another leave without pay status during a pay period shall 
not be eligible for this VTO program 

Such VTO leave is available only to employees who are in paid status the scheduled 
workday before, as well as the scheduled workday after the pre-approved VTO. 

5. APPROVAL PROCESS 

Any employee who desires to participate in the VTO Program must submit a 
completed VTO Application Form to their supervisor and department head. The 
initial application along with a PR-3 Form must be sent to Human Resources at least 
one week in advance of the requested VTO. Subsequent applications for additional 
time off, up to the allotments stated in Section 3, must also be sent to Human 
Resources a minimum of one week in advance of the requested VTO. 
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6. LEAVE ACCRUAL 

CAM 1993-01 
Revised 01/20/09 

Page 3 of 4 

While on VTO under this program, credits toward sick leave, vacation, management 
leave, and floating holidays shall accrue as though the employee were in a paid 
status. 

An employee eligible for holiday pay shall be paid for regular holidays occurring 
during an approved VTO as if s/he were in a paid status. 

7. SERVICE CREDIT 

Credit shall apply toward time in service for step adv,ancement while an employee is 
on approved VTO. VTO shall not count as a break in sel"\iice and shall not affect 
seniority. Probationary periods shall not be affeCted unless' the cumulative amount 
of unpaid leave including VTO exceeds eighty (80) hours for fulictime employees, or 
sixty-four (64) hours for part-time employees~: If that-occurs, the probationary period 
will be automatically extended, based on the total of cumulative unpaid leave. 

Employee retirement accruals under CalPERS will remain in effect during the VTO 
according to the terms and conditions described in the CalPERS contract. In 
general, the contribution to the employee's account will be reduced. The CalPERS 
service time and single highest year may be affected if the employee separates from 
the City within 12 months of participating in the VTO Program. The compensation 
pay rate factor for calculating retirement benefits will not be impacted. 

8. BENEFIT CONTRIBUTIONS 

Under the VTO Program, credit toward City contributions for any prorated benefit 
shall accrue as though the employees were in a paid status. 

Under the VTO Program, payment of certain allowances and premiums (i.e., 
clothing/uniform allowance, flat rate bilingual stipends, and automobile allowance,) 
shall continue as though the employee were in a paid status. 

9. RATE OF PAY/PREMIUM PAY 

Premium pay, based on a percentage of salary, such as education incentive, 
bilingual pay, move-up pay, or performance-based pay will be based on hours paid 
in the pay-period in which the VTO is taken. As such, the earnings for the pay-period 
in which VTO is taken may affect single highest year for retirement purposes as 
stated in Section 7, above. 



10. PAYROLL DEDUCTIONS 
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The employee must be in a paid status for at least half of his/her regularly scheduled 
work assignment in each pay period for benefit calculations and to provide earnings 
from which normal employee deductions can be made. Additional paid time in each 
pay period may be required in order to generate sufficient earnings to cover salary 
deductions. 

Regardless of how many unpaid leave hours are requested and approved, the 
employee shall make his/her same contributions to all employee benefits such as 
retirement, health insurance premiums, or any other insurance premiums, as if s/he 
were in a paid status. In accordance with the above paragraph, it is the employee's 
responsibility to consider how much paid time in each pay period is required to 
generate sufficient earnings to cover payroll deductions, including any negative 
earnings adjustments. While this section is not meant to relieVE! the employee of 
his/her obligations to pay voluntary deductions, such as for association/union dues, 
credit union, united way, deferred compensation, etc., said deductions will only be 
made if earnings are sufficient to make all deductions. If earnings are not sufficient, 
no voluntary deductions will be made for that pay period. 

11. ADDITIONAL CONSIDERATIONS 

While the City promotes and encourages employee participation in this program, it is 
understood that an employee's participation shall be completely voluntary. 

The City acknowledges and recognizes that by employees and departments 
participating in this .program,less work will be performed and that certain delays 
and/or reductions in seiWice may result. 

If it becomes necessary for the City to require a Mandatory Time Off Program in 
order to balance the City's budget, no credit for future budget cuts will be given to 
those who volunteered for the VTO Program. 

An employee's participation in the VTO program, shall not grant them any 
preferential treatment, (other than the benefits designated in the CAM) over an 
employee who is not participating in this VTO program. 

If employees have any questions regarding this program they are encouraged to contact 
the Department of Administrative Services or my office for clarification 

TIM S. NESS 
CITY MANAGER 
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• lIiI Voluntary Time Off (VTO) Program Application Form 

Employee Name: Employee#: 

DepartmentlDivision: 

Employees who participate in the City of Santa Maria's VTO program may request a maximum of 96 FT hours or 72 
PT hours off without pay during the payroll calendar year 2009. All unpaid time off must be taken in a minimum of half-
day increments for FLSA non-exempt employees and in increments of one full work day for FLSA exempt employees, 
and up to a maximum of half of their regularly scheduled work assignment in a two-week period. The City reserves the 
right to end this program upon written notice. 

I would like to participate in the Voluntary Time Off (VTO) Program. I understand that my participation in this program 
will require my supervisor and department head approval. I understand that my absence cannot result in an increase in 
overtime. I shall be responsible to make my same contributions to all employee benefits such as retirement, health 
insurance premiums or any other insurance premiums, and any other payroll deductions, during a pay-period in which 
I take approved unpaid leave. I acknowledge that I have read and understand the requirements of the VTO Program 
(CAM 1993-01), that this request is submitted a minimum of one week in advance of my requested leave, and that my 
approved unpaid leave will result in a reduction of my bi-weekly salary. 

VTO ~~nIIEST: 
Date time to be taken: Number of VTO Date time to be Number of VTO hours 

• hours taken: requested: 

Total Number of Hours gDn. -< .... to be Taken Without Pay: 

Departmental Approval: 

o Not Approved: Reason: 

o Approved (forward signed copy to Human Resources) 

Department Head signature Date 

Employee signature Date 

Applications must be received by Human Resources at least one week in advance of the affected 
pay period, NO EXCEPTIONS, 

• o PR3 Form attached or o Prior PR3 approval given on 
Date 
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RESOLUTION 2009-14 

A RESOLUTION OF THE CITY COUNCIL 
OF THE CITY OF SANTA MARIA, CALIFORNIA, 

DESIGNATING A PERIOD OF ECONOMIC HARDSHIP 
AND IMPLEMENTING A VOLUNTARY TIME OFF (VTO) PROGRAM 

WHEREAS, the City of Santa Maria has been forced to examine various budget 
reduction options because of a fiscal emergency resulting from current economic 
conditions; and 

WHEREAS, the City of Santa Maria anticipates further significant revenue 
reductions during the ongoing recession and from the State of California budget crisis; 
and 

WHEREAS, the City of Santa Maria has previously used the Voluntary Time Off 
(VTO) Program to reduce expenses; and 

WHEREAS, by participation in a VTO program, City employees can help the City 
reduce expenses to address the revenue shortfall, which, if not addressed, may require 
further and deeper action such as mandatory time off (furloughs), the elimination of 
positions, or service reductions; 

NOW, THEREFORE, IT IS HEREBY RESOLVED by the City Council of the City 
of Santa Maria, California: 

That the period of February 4, 2009 through December 31, 2009 is hereby 
designated a period of economic hardship and that the City Manager is 

hereby authorized to implement a Voluntary Time Off (VTO) Program for 
City employees to participate in. 

PASSED AND ADOPTED at a regular meeting of the City Council of the City of 
Santa Maria, California, held this 3rd day of February, 2009. 

Mayor 
ATIEST: 

Chief Deputy City Clerk 

S TO CONTENT 
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