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Faced with significantly substantial reductions in governmental funding for lake maintenance 
services (Chautauqua County reduction of 68% from $145,000 to $45,000, not including a 100% 
reduction of the $35,000 Racine-Johnson [Cornell University] lake monitoring and research 
program and a New York State reduction of 100% from $50,000 to zero), the Chautauqua Lake 
Association Board of Directors performed a zero-based budget review of the CLA’s financial 
probabilities in order to predict income/expense expectations.  A budget was then developed for 
a service program that could possibly go forward in alignment with the income/expense 
expectations.  The budget is reviewed monthly by either the full board or its Executive 
Committee and compared to the expectations with the understanding that service program 
adjustments might need to be implemented if income/expense expectations varied.

In developing the 2011 services program the Board set a goal of having a balanced budget by 
year end.

Various staffing options were considered.  It was obvious that significant reductions in services 
would have to be implemented in order to have a balanced budget.  Having operated for a 
number of years with three crews (South Basin, Mid-Lake, North Basin) and for some years with 
a second shift shoreline maintenance crew, the board quickly realized that a significant 
reduction resulting in minimal services would be required for 2011.  The income/expense 
predictions would only fund a single crew.  Having lived with such a situation decades ago the 
board recognized that having only a single crew would be woefully inadequate and would result 
in many communities not receiving any services.  The Board deemed this scenario to be 
untenable and worked to find alternative options that would at least service each lakeside 
community once during the 2011 summer.  It was determined that two crews could achieve the 
goal.

Two full crews would result in expenses significantly exceeding income.  Crew composition was 
then analyzed and it was determined that the goal of servicing each community at least once 
could likely be achieved nonetheless with a crew reduced in size from previous years.  Less 
coverage would result although the goal would be achieved.  This scenario was predicted to 
have expenses exceeding income by $50,000.  The board next committed itself to do everything 
possible to raise the required additional $50,000 and directed staff to proceed with a reduced-in-
size two crew program.  Although the reduced crew included a reduced operating season (14 
weeks downsized to 12 weeks), the board recognized that further reductions might result if the 
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monthly review of finances evidences a need for further reductions in order to obtain a balanced 
budget.  The board also committed itself to increasing services if income allows for such.  The 
board remained very concerned that should Mother Nature produce a heavy plant growth or 
storm caused debris laden summer that the two crews would not be able to address the full 
need.

In order to raise necessary income, in addition to the regular methods the Board decided to 
implement a number of actions, including:

• Notify all public officials of the situation and pending reduced program.

• Be open and up-front with the Association’s membership about the situation.

• Form a Board Committee to undertake specific fund raising activities.

• Form a Planning Committee to develop recommendations necessary to adapt the 
organization to work within expected future years’ budget challenges.

• Upgrade its web site and e-mailing capabilities.

• Request an increase in funding from state, town & village governments.

• Request that the county revisit its 2% bed tax distribution and general fund designations 
for Chautauqua Lake maintenance to provide for needed full service coverage.

• Sponsor the Ice Pick ice-out prediction contest.

• Approach foundations for funding of a Matching Grant Program to bring new dollars into 
the Annual Fund Drive.

• Form a Task Force comprised of Board Members and concerned citizens as a special 
Annual Fund Drive Committee to raise new funds and to communicate the funding 
predicament, via the above actions and any new initiatives that the Task Force might 
develop.

The Board hopes that the above actions will be able to raise the necessary funding so that (1) 
the two crew scenario can move forward, (2) the two crews might be restored to full strength, (3) 
a third crew might be reinstituted, (4) public awareness of the need will be better evident, and 
(5) governments might better step up to protect the important community asset and tax base 
enhancer that is Chautauqua Lake.
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