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Buffalo’s 2025-26 Gap Closing Plan

June 16, 2025

The following summarizes modifications made to the 2025-26 City of Buffalo (“City”) Proposed
Budget pursuant to the subsequent adoption of the budget. Various revisions were made to
budgeted appropriations in the General Fund. City budget officials have indicated that the
revisions to the budget will impact all four years of the 2026-2029 Financial Plan. The Buffalo
Fiscal Stability Authority (“BFSA”) has not yet received the revised 2026-2029 Financial Plan.
In addition, the BFSA received the City’s 2025-26 gap closing plan on May 28, 2025, that
addresses uncertain revenues identified by the BFSA and how the City will address the potential
budget gap as identified by the BFSA.

The Mayor submitted the proposed 2025-26 budget and related four-year financial plan to the
BFSA on April 8, 2025. The BFSA reviewed and commented on the proposed budget and
financial plan on April 28, 2025. The City of Buffalo Common Council (Common Council or
Council) approved the budget on May 27, 2025, as amended. The Council’s changes impacted
only the City’s General Fund.

The modifications approved by the Council only impact expenditures as there were no changes
to revenues. The modifications do not change total appropriations as compared to the proposed
budget of $622.1 million. There are multiple line-item changes with both increases and
reductions totaling $1.3 million; within categories there is a net increase/decrease of $1.1
million. The modifications have a net impact of $0 in regard to total appropriations.

The City’s 2025-26 Adopted Budget (“Adopted Budget”) provides for General Fund revenues
and budgeted appropriations of $622.1 million, representing an increase of $19.8 million and
$4.9 million, or 3.3 and 0.8 percent, respectively, over last year’s adopted budget of $602.3
million and $617.2 million for revenues and appropriations. The use of fund balance in the
amount of $3.6 million was included in 2024-25; there is no unrestricted fund balance available
to be used in the 2025-26 budget.



The categorical changes of modifications to budgeted appropriations made by Common Council
are shown below on a net basis:

2025-26
Proposed Adopted Net
General Fund Budget Budget Increase/(Decrease)

Departmental Costs $ $ $ %
Personal Services $240,953,419 $ 239,878,966 $ (1,074,453) -0.4%
Utilities 17,220 17,220 - 0.0%
Travel 274,403 274,403 - 0.0%
Supplies 11,325,435 11,325,935 500 0.0%
Services 32,911,475 32,914,975 3,500 0.0%
Capital Outlay 1,458,745 1,458,745 - 0.0%
Departmental Subtotal 286,940,697 285,870,244 (1,070,453) -0.4%
GENERAL CHARGES
Grant in Aid 400,000 400,000 - 0.0%
Utilities 19,260,000 19,260,000 - 0.0%
Services 1,316,000 1,316,000 - 0.0%
Other 5,610,000 5,680,453 70,453 1.3%
Personal Service 9,575,000 9,575,000 - 0.0%
Fringe Benefits 187,663,325 188,663,325 1,000,000 0.5%
Salary Adjustment 3,750,000 3,750,000 - 0.0%
Debt Service 88,000 88,000 - 0.0%
Interfund Transfers Out 107,471,393 107,471,393 - 0.0%
General Charges Subtotal 335,133,718 336,204,171 1,070,453 0.3%

TOTAL BUDGET $622,074,415 $ 622,074,415 $ - 0.0%

The final approved modifications to both departmental costs and general charges result in a total
net impact of $0:

Departmental Personal Service Costs — Personal service costs are reduced by $1.1 million
reflecting the net elimination of two positions and the modification to budgeted salaries
for multiple positions. Three positions are eliminated including Director of Open Data, a
vocational counselor, and an investigator. There is the addition of a position for a
Director of Data Management and the funding of a junior collection officer position that
was included in the proposed budget but was not funded as part of attrition savings. The
amount of these staffing changes totals a net reduction of $74,453. These position
changes are now reflected in the FTE count of 2,765.

o In addition, overtime for the fire department was reduced by $800,000 and

overtime was reduced by $200,000 for the police department.

Services are increased by $3,500 for an outside vendor contract and supplies are
increased $500 for additional diesel fuel.
The Other category is increased by $70,453 for payments towards prior-year legal claims.
Fringe benefits are increased by $1.0 million to establish a freeze account, with the
intention of the freeze account to be used to increase the City’s fund balance.



Summary of Uncertain Revenues

The BFSA reviewed the Mayor’s 2025-26 Proposed Budget and 2026-2029 Financial Plan on
April 28, 2025. Pursuant to that review, various revenue estimates were identified as uncertain.
Those uncertain revenues either required state legislation to be passed at the time the Proposed
Budget was reviewed, were potentially overestimated based on recent actual collections, timing
of collection is unknown, or a combination of these factors resulted in the uncertainty
classification. The following chart summarizes the uncertain revenues as identified over the
2026-2029 Financial Plan:

Adopted Budget 2026-27 2027-28 2028-29 Four-Year
2025-26 Projection Projection Projection Total

Revenue Requiring State Legislation: Potentially Overestimated in Financial Plan
Sale of Parking Ramps $ 26,500,000 $ 11,000,000 $ 3,300,000 $ 1,400,000 $ 42,200,000
Occupancy Tax 3,400,000 3,672,000 3,892,320 3,970,166 14,934,486

Total Revenues Requiring State Action $ 29,900,000 $ 14,672,000 $ 7192320 $ 5,370,166 57,134,486
Uncertain/Overestimated Revenues:
Casino Revenue 11,000,000 11,000,000 8,000,000 8,000,000 38,000,000
State AIM Increases - 5,000,000 1,612,852 3,241,833 9,854,685
Parking Transfer - 2,250,000 2,250,000 2,250,000 6,750,000
Parking Meter Fees 2,000,000 2,330,973 2,460,902 2,505,511 9,297,386
Traffic Violation Fines - 500,000 750,000 805,000 2,055,000

Total Uncertain/Overestimated Revenues  $ 13,000,000 $ 21,080,973 $ 15,073,754 $ 16,802,344 $ 65,957,071

Total Uncertain and State Action Revenues $ 42,900,000 $ 35,752,973 $ 22,266,074 $ 22,172,510 $ 123,091,557

Uncertain revenue over the proposed four-year Financial Plan totaled $123.1 million, of which
$57.1 million was dependent on state legislation being enacted. The legislation for the City of
Buffalo to create a municipal parking authority as well as to assess an occupancy tax was passed
on May 9, 2025, as part of the New York State 2025-26 Enacted Budget. Even with the
legislation, the City may run into a timing issue with the creation of the parking authority and
sale of the City parking ramps to the new municipal parking authority.

Additionally, $66.0 million of potential timing issues impacting revenue recognition were
identified:

e Tribal State Compact (“TSC”) casino revenue may be overestimated by as much as $38.0
million over the Financial Plan, based on recent actual receipts. There are two concerns
with the TSC casino revenue estimates as presented in the Financial Plan. The first
concern is that a new compact has yet to be negotiated between New York State and
Seneca Gaming. Revenue recognition could be delayed if a new agreement is not
reached as casino tax receipts are being held in escrow until such time there is an
executed agreement. The second concern is regards to what is budgeted by the City
compared to what they would receive under a new gaming compact. Further
complicating the ability to project this revenue is that the terms of the future contract
could, and most likely will, be less favorable to the City of Buffalo. Casino revenue
receipts are included annually at $11.0 million in the first two-years of the Financial Plan

3



and are reduced to $8.0 million in the final two-years. Recent receipts indicate a
reasonable annual amount of $7.0 million to $7.5 million, resulting in a potential revenue
shortfall of $3.5 million to $4.0 million in the first two years of the plan. Revenue
estimates are potentially overstated between $3.0 million to $11.0 million annually based
on these factors.

e State AIM increases over the three years of the Financial Plan is included in the
cumulative amount of $9.9 million; the estimated increase by the City is not included in
the New York State Financial Plan and we are unable to predict the likelihood of this
projected increase.

e Parking meter fees are potentially overestimated by $9.3 million over the Financial Plan,
based on past collections.

e Transfers from the parking enterprise fund and the municipal parking authority may be
overestimated by $6.8 million. The parking authority has yet to be created, and it is
unknown what funds would be available to transfer to the City at this time.

e Traffic violation fines are estimated to be overestimated by $2.1 million over the
Financial Plan; this estimate is based on past collections.

Review of Gap Closing Plan:

As summarized and discussed above, the 2025-26 Adopted Budget includes $42.9 million of
uncertain revenue. There is $29.9 million in estimated revenues that could be delayed due the
timing of implementation of the parking authority and occupancy tax collections. Additionally,
it is unknown if Common Council will approve creation of the municipal parking authority.

A gap closing plan was submitted by the City Administration on May 28, 2025, addressing the
potential revenue shortfall. A significant portion of the potential budget gap was related to the
creation of the municipal parking authority ($26.5 million) and the implementation of the
occupancy tax ($3.4 million), for a total of $29.9 million. Both items have been approved
legislatively and the City may move forward with implementation. However, the timing of
implementation and subsequent receipt of said revenue is a serious concern, and it is unknown if
those revenues will be recognized in the 2025-26 fiscal year.

The Administration’s gap closing plan consists of two primary actions. The first one is the
issuance of a short-term deficiency note in the amount of $30.0 million. The second is the
reduction of expenditures in the amount of $10.9 million. In regard to reduction of expenditures,
there are proposed reductions at both the departmental and general service levels. The
Administration would reduce all departments, excluding fire and police departments, by an
additional 5 percent to reduce approximately $9.0 million in expenditures. A reduction of 2.5%
would occur in the police department, and a reduction of 1.2% in the fire department. These
reductions are is in addition to the attrition savings (budgeted but unfunded positions) that are
included in the 2025-26 Adopted Budget. The departmental reductions would most likely be
personnel reductions, but a more detailed plan is not available at this time. Actual position
reductions would be dependent on City operations and needs at the time of potential mid-year
reductions. Under General Charges the Administration is proposing $2.0 million in reductions
including a decrease of $200,000 in the grants in aid line and $1.75 million from the salary
adjustment line. By reducing the salary adjustment line the City is reducing the set aside for



collective bargaining leaving $2.0 million in the budget for this purpose, which is ineffective for
negotiating with the five collective bargaining units that would be out of contract post 6/30/2025.

2025-26 Gap Plan

Revenue Actions:

Short-term Deficiency Note $ 30,000,000
Expenditure Actions:

Departmental Cuts $ (8,950,000)

General Charges $  (1,950,000)
Total Expenditure Actions $ (10,900,000)
Total Gap Plan: $ 40,900,000

The following schedule identifies the potential reductions the City would implement if the Gap
closing plan was to be utilized in 2025-26:

City of Buffalo Potential Gap Closing Measures - Departmental Expenses

2025-2026 Reduction

Department Proposed Budget Mid-Year Gap Closing $ %

Common Council $ 3,637,275 $ 3,455,411 $ (181,864) -5.0%
City Clerk 4,225,410 4,014,140 (211,270) -5.0%
Mayor & Executive 8,233,543 7,821,866 (411,677) -5.0%
Audit & Control 4,330,820 4,114,279 (216,541) -5.0%
Law 5,342,513 5,075,387 (267,126) -5.0%
Assessment 3,031,265 2,879,702 (151,563) -5.0%
MIS 6,919,604 6,573,624 (345,980) -5.0%
Administration & Finance 10,634,848 10,103,106 (5631,742) -5.0%
Parking 3,638,029 3,456,128 (181,901) -5.0%
Police 106,445,731 103,744,790 (2,700,941) -2.5%
Fire 73,532,608 72,631,667 (900,941) -1.2%
Human Resources 5,602,021 5,321,920 (280,101) -5.0%
Public Works 39,194,849 37,235,107 (1,959,742) -5.0%
Community Services 5,095,309 4,840,544 (254,765) -5.0%
Permits & Inspections 7,076,872 6,723,026 (353,846) -5.0%
Department Subtotal $ 286,940,697 $277,990,697 $ (8,950,000) -3.1%
Grants in aid $ 400,000 $ 200,000 $ (200,000) -50.0%
Misc. Utilities 19,260,000 19,260,000 - 0.0%
Misc. Services 1,316,000 1,316,000 - 0.0%
Misc. Other 5,610,000 5,610,000 - 0.0%
Fringe Personal Services 8,325,000 8,325,000 - 0.0%
Fringe Benefits 192,663,325 190,913,325 (1,750,000) -0.9%
Debt Service 88,000 88,000 - 0.0%
Interfund Transfers Out 107,471,393 107,471,393 - 0.0%
General Charges Subtotal $ 335,133,718 $333,183,718 $ (1,950,000) -0.6%
Total $ 622,074,415 $611,174,415 $(10,900,000) -1.8%




At the departmental level, the Administration would reduce most departments by 5.0 percent,
outside of police and fire departments, to achieve a reduction of $9.0 million. Based on the
average salaries as budgeted for 2025-26, this is equal to approximately 97 positions on a full
year basis. However, if the cuts are made mid-year as presented by the Administration that
would be equivalent to 195 positions to be cut. These reductions in positions would be in
addition to the previous number of held vacancies of approximately 300 FTEs for attrition
savings. Under general charges, the potential reductions total $2.0 million. There would be a
reduction of $0.2 million for grants in aid and a reduction of $1.75 million from the salary
adjustment line, which is the contingency line used for negotiating labor contracts.

Unrestricted fund balance was $63.0 million at June 30, 2024, and the Rainy Day fund was $50.7
million. The Rainy Day fund remains intact within the budget gap closing plan. We stress the
importance of attaining structural balance and not relying on one-time funding sources.
Additionally, fund balance replenishment will need to be addressed in future budgets if such
balances fall below the minimums as established in the fund balance policy. The Government
Finance Officers Association (“GFOA”) recommends no less than two months of regular
operating expenditures, or $85.8 million, based on the Adopted Budget.

Conclusion: The gap plan provides actions to address a budget gap for those uncertain revenues
identified by the BFSA. Itis further recommended the City prioritize identifying additional
revenues or potential cuts in the outyears of the Financial Plan to address the uncertain revenues.
Additionally, we recommend a departmental-level plan be developed to identify specific position
reductions and/or other cost reductions by department.

The deficit note, if needed, would be repaid presumably with proceeds from the ramp borrowing.
In the event Common Council does not approve this transaction or a bond sale fails, this likely
would require a substantial tax increase to repay in the subsequent fiscal year.

Additionally, the 2026-2029 Financial Plan will require updating for the modifications made to
the budget by Common Council as subsequently adopted. The Mayor shall certify that the
budget is consistent with the revised Financial Plan as submitted, and that operation within the
2025-26 budget is feasible.



