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Budget Message



Introduction

The Borough’s annual budget is the single most important document adopted by Borough
Council each year, and it is my pleasure to get to submit it to you for 2026. The budget is
designed to guide the management of the Borough throughout the year by identifying the key
priorities and objectives for our staff and leadership.

While this year we have been able to accomplish much of what we set out to do at this time last
year, it has not been without challenges. What has been consistently reassuring is the
commitment that you have to each other and the incredible support you have given to your staff.
If anything, you have proven your ability to weather tough situations and apply decision making
that is in the best interest of your staff and residents.

2025- A Year of “Whack-a-Mole”

This year seems to be one of “what’s next.” We have faced many expected challenges and some
serious head scratching situations. To name a few, in January we handled a significant heating oil
spill at a residence, connected to several other homes, while the homeowner was out of the
country, and having to navigate DEP, hazmat remediation, and a seriously angry neighbor. In
February, Codes Officer Steven Toy announced his “retirement™ and several months of
organizing and uncovering, angry phone calls, and navigation of the 3 party Codes and
Building ensued. In October, we are well into our second 3 party and beginning to see the light
at the end of the tunnel on uncovering and digging out. In March, we kicked off our Chief of
Police search after Chief Newhall announced his resignation. We underwent several months of a
search process and in August, Chief OBrien joined the borough. For those several months, newly
promoted Sergeant Lukens worked tirelessly to keep the department functional and operational.
Also in March, we began to see the impact of the IRS Audit and hired a specialized tax attorney
and HR specialist. Our audit findings are now in appeal, and we await the next steps in the
process but face harsh financial penalties. Throughout the year we navigated difficult personnel
issues in the Police Department, one resulting in termination in May and some uncertainty with
litigation. Also in May, we kicked off the Police Department Union negotiations, which are
ongoing. This summer was a challenging pool season with staffing and pool maintenance. In
July, we experienced our first plaster failure, which we continue to navigate. Over the summer,
we had our first introduction to the Unemployment system and their appeal process, which
remains ongoing. In September, we finally completed the Rotary Park project and held the
dedication. Additionally, Steven Coll retired, and Jason Kelly stepped into the role of Public
Works Director. In October, we have already transitioned to a new IT vendor, got our second
newsletter out, and completed the Pickleball Courts at West Street Park. In 2025 we welcomed
Luke Mioretti to Wastewater, Chief OBrien to the Police Department, Kurt Wagner to Public
Works, and Amanda Koch to Police Department Administration.



When I started the Acting Borough Manager role in April 2024, President Burke handed me the
Executive Committee and Mayoral Guidance for 2024. The target was clear- “promote the
financial integrity and operational efficiency of the Souderton Borough while developing
comprehensive plans.” The document highlighted the three pillars: planning, operational
excellence and continuous improvement, and cost reduction.

Cost

Opportunities Identified...

Identify and Achieve 10% Operational Cost Reduction/ Savings in 2024 & 2025
Hold the line on taxes

Increase Capital Reserves

Less Focus on Revenues

Create culture in which achieving/ measuring cost savings are inherent.
Develop metrics and reporting to support these items.

Consider any and all discretionary spending.

Operational Excellence

Opportunities Identified...

Create operational excellence activities and eliminate non-value activities.

Create excellent documentation.

Create efficient end-to-end processes that leverage best-in-class technology.

Identify municipal staff training and development plans as appropriate.

Temporary hold on new staff, analysis is appropriate for organizational design.
Temporary hold on capital projects, option analysis.

Provide customer centric services and solutions that enable improved decision making
and high performance through innovation, standardization, and risk reduction.

Planning

Opportunities Identified...

Comprehensively learn and understand the full extent of Borough operations and create

vision for the future:

e Analyze, document, communicate, continue to uncover items that don’t make sense
for today.

¢ Learn to properly define our problems which will lead to better solutions.

Develop current year and 5-year comprehensive plans for capital projects and initiatives.



Moving into 2025, we kept it simple and retained the same goals. While I cannot report that we
accomplished each of the key elements that were outlined in the document, I am proud to report
that we continued to maintain the progress that was gained in 2024 and made some more

progress in 2025. In the 2025 Budget Message, I outlined the goals and objectives listed below:

2025 GOALS AND OBJECTIVES:

- Move forward with the sale of the smaller parcel at Cherry Lane and pay down the
loan.

o This month, I hope to secure an appraiser to do our counter appraisal. A
neighboring township is still interested in purchasing the parcel to
preserve for open space. My hope would be to get this done between the
end of 2025 and early 2026.

- Commit Community Park to Rotary Park and pay down project debt.

o Wedid it! In September we officially dedicated Rotary Park! We have
$275,000.00, plus a remaining $100,000.00 from Rotary to put towards the
park expenses. I will be working with the Finance Committee to allocate
those funds in the next few months.

- Finalize a comprehensive personnel policy.

o I'have been working with Attorney Katharine Weeder to finalize the
Personnel Policy Book. We have gone through all of the relevant polices
and we are now in the process of putting together the document. 1 hope to
have it ready to approve by council later this year and implemented in the
new year.

- Negotiate a fair and reasonable Police Department Collective Bargaining Agreement.

o  We are getting there! Thanks to Councilor Costa, we have finally made
some progress with the union. Additionally, we have retained an attorney
should we not be able to reach an agreement. Our approach has been fair
and reasonable thus far and my intention is that our agreement is
reflective of that.

- Evaluate the current pension plan and make appropriate changes based on actuarial
valuations and review.

o Our Solicitor drafted an updated Pension Ordinance which will be
approved at the end of the year. Although cost savings are not immediate,
moving forward our employees will be enrolled in a Defined Contribution
Pension Plan which should have long term financial savings.

- Work towards updating West Street Park.

o Just last week, we finished up the surfacing of the new Pickleball Courts at
West Street Park. We are gathering quotes for updated fencing and will
dedicate time in the spring to other updates and general “sprucing up”.
With all of the work that was completed at Rotary Park, it is nice to have
dedicated time to another park in the Borough.

- Implement needed MS4 projects for adequate compliance.

o In 2025, we secured our overdue MS4 permit. Most recently, our

engineers have put together a feasible plan to help us achieve our credits



for the next S-years. We are compliant, finally, and will begin sourcing
funding to get the projects executed in 2026.

- Close the gap in pool revenue and expenses.
o We achieved this goal in 2025 and narrowly closed the gap between
expenses and revenue. This goal will continue to on our list for years to
come.

- Implement new technology and software to streamline operations and customer
service.
o This year, we implemented Caselle and enhanced our internal and

customer-facing software. We have improved our accounting, updated our
Codes and Building Permit management, and overhauled our utility
billing. Not without some hiccups along the way, but things are working
well, and people are getting the hang of the updates. We also recently have
updated our IT vendor and hope that their services will help us enhance
our IT operations. Finally, we have updated the payroll system and are
100% operational for timekeeping and payroll processing on iSolved.
These are leaps and bounds from where we started!

- Implement succession planning for the Public Works Department.
o Nailed it! Steve Coll retired in September. Jason Kelly was able to shadow
Mr. Coll beginning in January, had a soft launch in August as Director,
and took the steering wheel on September 1%, Mr. Kelly has proved that
he was a great choice and is actively engaged in enhancing the Public
Works Department.

- Apply for various grant funding to supplement borough revenues.

o This year we applied for S grants for a multitude of projects. None have
been awarded yet, but we are hopeful to hear about Wastewater funding
by the end of the year. We are committed to looking at alternative funding
sources for many of our projects and our ¢apital planning document helps
us to be proactive.

- Reduction in outstanding customer utility bills.

o Last year, we worked diligently to work on our outstanding balances. We
are beginning that process again, currently. I can say that the
implementation of online bill pay and account access and autopay has
helped to mitigate those who are accidentally delinquent. We remain
committed to working with people through payment plans and reasonable
accommodation.

- Expanded community recreation programs and community event partnerships.
o Our yoga and group fitness classes continue to be sold out each season! We
also continue to run the Medicare program. We are getting creative for
2026 for additional programming and how to engage people in giving it a
try. We have been more active at events than previously and are working
hard to say yes to events!
- Proactive planning and comprehensive decision making!
o All of our decisions in 2025 have been forward focused! Borough Council
and our leadership have been dedicated to making decisions with long-



term consequences in mind, while thinking about their current impact.
This goal will continue throughout my career.

- Continued assessment of current practices and institution of established best practices.
o With the transition of literally all of our departments, we have taken a
hard look at how things were done and how they will be done moving
forward. No processes are safe from change, if it is warranted! As we
continue our transition of leadership into 2026, this practice will continue.
We never change simply to change, but it is continuing. We try to be
deliberate and not stubborn about our choices. If it doesn’t work, we try a
new approach or abort the mission!
- Commitment to cost savings and compliance with proper purchasing laws and
regulations.
o We are constantly mindful of our spending and how we are purchasing for
compliance. This will forever be on our goal list during my career.

2026- A Year for Stabilization

I am pleased to submit to you the proposed 2026 Budget for your review and consideration. The
2026 budget totals $13,705,084.26 which is broken down into the following categories;

- General Fund $6,762,511.92
- Sewer Fund $2,147,608.98
- Sewer Capital Fund $ 1,990,000.00
- Liquid Fuels Fund $ 386,640.00

- Capital Fund $1,548,500.00
- Fire Fund $ 87.675.00

- Library Fund $ 87.650.00

- Debt Service Fund $390,398.36

- Anchor Fund $291,100.00

- Cemetery Fund $ 13,000.00

The 2026 budget complies with the Borough Code and the requirements of the Commonwealth
of Pennsylvania. It represents our continued commitment to improved financial management
practices, and our strategic plan for a sustained future.

The budget is a comprehensive document that addresses anticipated revenues and expenditures
for all Borough operations including general government operations, police, streets, sanitary
sewer system, recreational improvements, facility improvements, and capital expenses.
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GENERAL GUIDELINES:

The budget document sets forth the management plan to deliver services and implement
programs. As the Borough Council’s number one policy statement, the budget accomplishes the
following:

All current municipal services are maintained

Borough employees are provided with the essential “tools” to deliver the services that
residents have come to expect from the Borough.

Public infrastructure is maintained and improved when necessary

Public health is protected through recycling, waste collection, and sanitary sewer
treatment

The Borough’s financial integrity is maintained to meet service and debt obligations.

Continuing to enhance the quality of life for all citizens by allocating funds to
maintain and improve community assets and enrichment programs

New technology is acquired to remain up to date in an ever-changing environment
Recreation opportunities for citizens are provided

BASIC POLICIES AND ASSUMPTIONS:

A basic premise in preparing the 2026 Budget is that there will be no increase in real
estate tax rates, as committed to residents after the 2024 increase.

It is the Borough's policy to estimate revenues conservatively.
Existing levels of service shall be maintained.

The Borough will budget adequate funds to maintain all of its assets at a level which
protects the Borough’s capital investment and minimizes future repair and replacement
costs.

Annual sewer and refuse fees will be set at a level that fully supports the direct and

indirect costs of providing the service.

Reserve Funds will be invested on a continuous basis in legal, safe investments with
adequate liquidity and yield.

The Borough Manager will prioritize the pursuit all State, Federal and private grant

sources available for major equipment purchases and projects.

The proposed 2026 budget is funded primarily through tax revenues as depicted below.
Revenues remain consistent and were budgeted using conservative estimates for receipts.
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Although we have been an incredible effort to reduce costs, wage and benefit costs continue to
rise. It is my belief that the current expenses throughout the budget are reflective of true costs.
The chart below depicts wage costs across departments and the change in pension costs
throughout the years.

Pension Cosis

$180,000.00
$160,000.00
$140.000.00
$120,000.00
$100,000.00

$80,000.00

$60,000.00

$40,000.00

$20,000.00
-

2026 2025

B Highway ®Admin B Police B Wastewater



Departmental Wages

Admin, $350,000.00

Police $1,090,000.00

Public Works $405,000.00

WAWTP $275,000.00

We have worked diligently to trim costs in each of the budgets, but costs continue to rise across
the board. The tight wallets that we feel at home spread into the Borough’s operation. We fuel
many vehicles, heat and energize multiple buildings, outfit many employees, and offer services
to 7,200 people. We are trying to do more with less- and we are getting creative. I attempted to
hold budgets to prior year funding levels, but some have creeped up. Some of the increased costs
include employee wages and budgeting for upcoming staffing changes such as retirements, the
cost of chemicals, the continuous increase in vehicle costs to purchase and repair, the addition of
commercial insurance for buildings/ property that was not insured and catching up on much
needed preventative maintenance.

2026 GOALS AND OBJECTIVES:

o 2026 Specific
- Move forward with the sale of the smaller parcel at Cherry Lane and pay down the
loan. (Repeat from 2024)

- Pay down existing debt
- Implement a comprehensive personnel policy.
- Implement needed MS4 projects for adequate compliance. (Repeat from 2024)

- Establish refreshed Civil Service Procedures and achieve adequate staffing level in the
Police Department.

- Establish renewed structure within Police Department.
- Enhance Public Works departmental operations under new leadership.

- Maintain commitment to adherence Borough Code Ordinances and safe building
standards in partnership with 3™ party provider.



- Streamlined and formalized utility billing and financial administration practices and
procedures.

o Ongoing Goals and Objectives
- Close the gap in pool revenue and expenses.
- Apply for various grant funding to supplement borough revenues.

- Continuous assessment of current practices and institution of established best
practices.

- Commitment to cost savings and compliance with proper purchasing laws and
regulations.

- Reduction in outstanding customer utility bills.
- Expanded community recreation programs and community event partnerships.
- Proactive planning and comprehensive decision making!

Moving into 2026, I believe that we have a whole year of new opportunities, and hopefully some
time to find stable ground! Upcoming, we anticipate seeing some new faces at the council table
in January 2026. I hope that we will continue the progress that has been made, the commitment
to our residents, and the ability to work cooperatively for the common good. I want to thank our
current council for their hard work and dedication. To quote Councilor Stephanie Costa, “this is
the busiest free job she’s ever had!” She isn’t wrong! You dedicate hours of your life to
improving Souderton Borough, listening to my doom and gloom updates, and sitting in on
countless meetings. I am so thankful to have such an engaged group! We would not be able to
accomplish anything without the time you all put in. Id also like to thank Councilors Burke,
DiNenna, and Huber as we say see you later, not goodbye! Your service to our community
doesn’t go without notice or appreciation! Thank you for your many years of free labor!

The vibrancy and excitement in our office and among our leaders is contagious, and I hope to
bring that same energy through 2026 and beyond. I am so proud to call Souderton my Borough
and look forward to what is to come in 2026!

bmitted Respectfully,

Sara E. Jatrett-Eaton
Borough Manager
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COMMON PROJECT TYPES TO CONSIDER

Vehicles
Police Cruisers
Trash Trucks
Dump Trucks

Roads Related Issues
Paving
Bridges
Parking Lot Improvements
Stormwater Improvements
Sidewalk Repairs/ADA Upgrades
Traffic Signals
Streetscape

Parks & Recreation
Parks & Recreation- Swimming Pool
Parks & Recreation- Parks
Parks & Recreation- Community Center

Sewer
Sewer- WWTP
Sewer- Laterals
Sewer- Lead Service Lines
Sewer- Pump Stations

Borough Hall
General Building Improvements
Copiers
IT Needs- computers, servers, contracted services, etc
Emergency Management Equipment - ie radios, etc

Souderton Specific Locations to Consider
Train Station
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