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“If something cannot go on forever, it will eventually stop”�- Economist Herbert Stein

Resetting the City’s Budget to Match Today’s Reality



Coming to Grips With Our New Reality
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SF resident population down 45k since 2019 (5%)… back to 2012 level, largest exodus since 1906
SF weekday (workday) population down 160k since 2019 (11%)… back to 2011 level
We need to reset our operations and expectations to fit the city we have moving forward
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Surging City Budget
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SF inflation-adjusted budget is up 54% since 2012
$5.5B extra dollars
SF budget does not include SFUSD ($1.3B) or OCII
– Transbay and Treasure Island Redevelopment
Agencies ($685M)

https://fred.stlouisfed.org/series/CASANF0POP https://abag.ca.gov/tools-
resources/data-tools/consumer-price-index https://data.sfgov.org/City-
Management-and-Ethics/Budget/xdgd-c79v/about_data 
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Understanding the City/County Budget
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City’s budget cycle runs from July to June
FY2024 budget which ended June 2024 was $14.6B in total
City budget includes so-called “enterprise departments” which
are run like stand-alone entities, charging their customers/users
fees for service, and are supposed to be self-funding
We consider here the “SF City/County budget” which excludes
enterprise departments
$10.1B SF City/County budget in FY2024
$12,100 per capita
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8 consolidated city/counties in the U.S. with
populations ranging from half to twice SF’s
Denver, Philadelphia, Honolulu, Jacksonville,
Indianapolis, Kansas City, Nashville, New Orleans
Adjusted to reflect SF cost of living, the average
budget per capita is $6,300 in our peer cities
The SF City/County budget would have to
contract by half to be in line with peer cities
To do so would mean reducing spend by $5B

Peer Cities Benchmarking
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52 city/county departments… 9 grew more than $100M FY2012-2025 after
adjusting for inflation (dark orange)
These 9 comprise increase of $2.9B … half is DPH and HOM

DPH includes SFGH, LHH, Mental Health, SFHN, etc.
HSA includes over 20 subcategory programs for children and adults
HOM is partly funded by Nov ’18 Prop C homeless GRT of $250M
POL spend is up, but significant shift to civilian staff to handle paperwork
GEN includes debt service, contingency, etc.
CHF includes afterschool, jobs, and other youth- and family-focused spend
DPW handles street and sidewalk maintenance
DEC formed in 2022 by ‘18 Prop C comm’l rent tax, coordinates preschool
programs
MYR handles much of the city’s subsidized housing portfolio

One “enterprise department” receives significant general fund support
MTA is not self-funding, has grown $354M since 2012, and receives
$540M+ from the general fund
Projecting additional need of $300M+ annually beginning 2027
Large capital projects at SFO and PUC skew their numbers

https://abag.ca.gov/tools-resources/data-tools/consumer-price-index https://data.sfgov.org/City-Management-and-
Ethics/Budget/xdgd-c79v/about_data 

Department-Level Detail
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The Mercury News reported that SF spends $7,025
per resident on its public employees

3-14x as much as other large CA cities
The typical explanation is that SF is a city/county
and has enterprise departments…
But making those adjustments results in SF City
employee compensation of $3,220 per capita

42% higher than the next highest city (LA)
Over 200% higher than the median CA peer
city
Grew at twice the rate of bay area inflation
since 2018

Dramatically Higher Compensation Spend Per Resident
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SF employs 24.4 per 1k residents in core
city/county functions *

20k of the city’s 33k employees are
included in this ratio
13% more than the next highest (Baltimore)
20-80% more than NYC, Philly,
Minneapolis, LA, Denver, Austin, Portland,
Boston, and Nashville

Benchmarking suggests SF city/county extra
employment of:

NYC: 3,500 (18% excess)
LA: 7,900 (40%)
Portland: 8,300 (42%)
Boston: 8,300 (42%)

* In counties with >500k residents; excludes enterprise depts, hospitals, etc.
https://www.sfchronicle.com/projects/2025/sf-city-employees/

Higher Compensation Spend Driven By Headcount
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From 2018 to 2025, total funded headcount went up 2,344
or 8%, while resident population dropped 5% and
commuter adjusted population dropped 14%... headcount
per capita up 14-26% since 2018
Aside from fully self-funding entities and public safety, 5
departments were 61% of total increase since 2018:
Public Health, Human Svcs, Homelessness, City Admin, and
MTA
Note that police staffing dropped and also mix shifted
away from FDSOs* to civilians, masking a much larger drop
in patrol officers
If city government employees per capita were to be
rewound to 2018 level, there would be 4,000-7,000 fewer
Average salary and benefits for a city employee is $205k,
so $800M-1.4B of spend reduction

* Full Duty Sworn Officers
https://www.sf.gov/sites/default/files/2024-07/ASO%20FY2024-25%20%26%20FY2025-
26%20-%20FINAL%207.31.24.pdf
https://www.sfchronicle.com/sf/article/remote-work-17510522.php?fromRichie=1

Headcount Increase Over Time
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A quarter of city employees are working from home two
days per week or more

Bus drivers, nurses, etc. cannot do their jobs from
home, so this represents a significant portion of the
city’s office workers

The 6 departments with most hiring since 2018
represent 50% of the current telecommuters (5,292)
58% of city employees live outside SF

https://www.sfexaminer.com/news/politics/sf-unions-quiet-after-mayor-
daniel-lurie-return-to-work-memo/article_cd595be4-f854-11ef-b011-
5be41d717bb6.html 

Working From Home
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SF spends $5.8 billion on contracts with outside vendors
(including grant program on following page)
10,900 active contracts with more than 4k vendors
Only 44 vendors have contractual relationships more than
$100M

$9.2B of total contract value over multiple years
Nearly 600 vendors are nonprofit organizations

15% of active suppliers are nonprofits, but 36% of the 44
largest are and comprise $3.1B of total contract value
54 had nonprofit statuses that were revoked,
suspended or considered delinquent by the California
Attorney General’s Office as of 2023

No centralized dashboard for vendor contract performance
Identified as a critical shortcoming for many years

As of January 2023
https://data.sfgov.org/City-Management-and-Ethics/Supplier-Contracts/cqi5-hm2d/data
https://sfstandard.com/2023/01/12/san-francisco-nonprofits-revoked-suspended-
delinquent-millions/

Corporate and Nonprofit Vendors
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The city budgeted grants of $1.6B in FY2025 which are
92% concentrated in six departments Homeless, Early
Childhood, Children/Families, Human Svcs, Economic
and Workforce Development, Mayor
Grants have grown by $1B since 2018
Press coverage of fraud… how widespread?
2023 Citizen Grand Jury report: significant opportunity
to reduce waste, fraud, and abuse through better goals
and metrics and more oversight, without materially
impacting outcomes for residents
Controller recently implemented increased audit
requirements, but performance tracking still absent

https://data.sfgov.org/City-Management-and-Ethics/Budget/xdgd-c79v/about_data
https://abag.ca.gov/tools-resources/data-tools/consumer-price-index
https://media.api.sf.gov/documents/2023_CGJ_Report_Hitting_the_Performance_Bullseye_-
_Contracting_for_Better_Outc_h8lGNXC.pdf 

Rapid Growth of City Grant Program (Non Profit Funding) 

ConnectedSF May 2025: San Francisco Budget

//12



Annual deficit of $1.5B by FY2030
Driven by $2B growth in spending, offset by modest revenue
growth
City charter requires a balanced 2-year budget (9.101(c)) 

Mayor’s budget team confronting how much to accomplish
now versus over time

Better to take the pain now and move beyond it, or do only
what is required each year?

https://media.api.sf.gov/documents/Five_Year_Financial_Plan_FY_25-26_through_FY_29-30_FINAL_0.pdf 

Official City Forecast
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MTA currently receives $500M+ per year from the General Fund
Additional unfunded $300M+ annual deficits beginning in 2027 when pandemic-era relief
ends
Expect local/regional transit revenue initiatives at the ballot box (BART too)

Risks to property tax forecast as downtown recovery lags and to federal transfers 
Recession scenario becoming a bigger risk
Full deficit risk of $1.9-2.6B by 2030

https://media.api.sf.gov/documents/Five_Year_Financial_Plan_FY_25-26_through_FY_29-30_FINAL_0.pdf 

Full Deficit Picture
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FY2012 was the most recent budget year with today’s population
A relevant starting point for the FY2026 budget could be 2012 spending levels increased for bay area inflation

FY2025 budget is $4B in excess of 2012 (inflation adjusted) for SF City/County + MTA

FY2025 numbers include large capital projects at PUC and SFO 

Making the Budget Fit the City We Have
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A portion of the city/county budget is funded by
charges and fees, with the remaining $6.5B
amount referred to as the “General Fund”, or
GF
Much of the GF is restricted or mandated
spending, required by federal or state
authorities, or the result of voter-approved
ballot propositions 
After reducing the GF to exclude state and
federal non-discretionary spending, there is
$4.5B remaining, called “Aggregate
Discretionary Revenue” or ADR
Reducing that amount by the $1.9B of voter-
mandated baselines leaves $2.6B available
for discretionary reduction

https://media.api.sf.gov/documents/Six-Month_Report_FY24-25_FINAL.pdf 

What Can Be Cut Without Voter Approval?

ConnectedSF May 2025: San Francisco Budget

//16



Mayor instructed non-public-safety departments to reduce general fund spend 15%, which would be $977M, or 38% of ADR net of
baselines
Vast majority of departments have submitted their FY2026 budget proposals
Only 14 of the 52 non-enterprise departments met the target
Spot checking 8 of the largest departments that are 67% of the city/county budget: 

Proposed FY2026 spending is up 9% 
However, requested general fund support is down 9% by assuming higher fees, charges, etc. (see DPH)
3 departments have complied with budget instructions, 3 have not, and 2 claim to have, but math does not check

Lots of work to do

https://www.sf.gov/reports--february-2025--budget-submissions-department-fy2025-26-and-fy2026-27 

Department Budget Submissions
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By charter, the mayor must deliver a balanced budget to
the BoS by June 1
June: BoS Budget & Appropriations Committee hearings
July: 2 BoS budget readings/amendments
August 1-10: Mayor can line-item veto BoS-amended
budget
August 10-20: 2/3 BoS needed to override

https://www.sf.gov/step-by-step--budget-process-timeline 

What’s Next?

ConnectedSF May 2025: San Francisco Budget

//18



City contributes about $1B per year into the pension
and OPEB funds*, which is insufficient to fully cover
estimated future liabilities
Pension net liabilities are about $4B using the official
discount rate of 7.2%

Using a more-realistic 6.2% discount rate results
in pension net liabilities of $9B
OPEB* estimated at $3.7B in 2023
Total pension and retiree healthcare unfunded
liability of $13B

This problem will need to be addressed over time…
the sooner the start, the more and better options exist

* Other post-employment benefits… healthcare

One More Thing…
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www.ConnectedSF.com

@ConnectedSF

@ConnectedSF

Thank you

ConnectedSF

For your attention
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