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Agenda

• Introduction

• Structural balance & the use of one-time revenues

• The rate setting connection

• Building the budget

• Membership & additional resources



GFOA is a non-profit association focused on the 
professional management of governments

• Established in 1906
• Research and Consulting Established in 1977
• Technology Consulting Group formed in 1998

• 35,000+ Members
• Offices in Chicago and Washington DC

• Products and Services
• Resources/Publications
• Affinity Groups
• Training 
• Networking/Conferences 
• Consulting Services
• Best Practices 



The standard Budget 
Process



What is a budget?

• Legal requirement

• Financial plan 

• Policy document 

• Operations guide

• Communications device 

• Performance management 

tool

• Values document



Budget Process (Annual, Biennial, Triennial)



Goal is a Structurally Balanced Budget

Recurring 
Expenditures

Recurring 
Revenues

GFOA Best Practice:
https://www.gfoa.org/materials/achieving-a-structurally-balanced-budget



Town of Oro Valley, AZ



Recurring vs. unstable vs. one-time sources

• Recurring: revenue that you can (generally) count on year 
after year, with little variation (or with highly predictable 
variation)
• Example: rates and the revenue they provide (usually)

• Unstable: revenue that is volatile or unpredictable
• Example: fines, certain transaction/sales taxes  

• One-time (also known as non-recurring): revenue that you 
don’t (or shouldn’t) expect to receive on a regular basis
• Example: certain grants and intergovernmental assistance (e.g., 

ARPA), proceeds from the sale of assets, debt, reserves



Should you spend one-time revenue on…

• Salaries for existing staff?
• Salaries for additional staff?
• Regular vehicle maintenance?
• Utility bills?
• Service line replacement?
• New technology or upgrades to existing technology?

• ERP software
• Cashiering software

• Building rehabilitation?



Government Finance Review



Three Areas for Rate Setting



Path to Getting a Budget Approved

Determine 
goals and 
priorities

Determine 
resources 
available

Estimate 
operating 
and capital 
costs

Allocate 
resources 
to costs

Prepare 
the budget 
packet

Present to 
governing 
body for 
approval



Checklist: Getting Started

• Is a budget legally required for your organization?
• If so, what is actually required?
• Read the legislation/regulation/by-laws, etc. yourself

• What other steps are legally required?
• Examples: public hearings, tax notifications, newspaper ads
• Check with your state association when possible.

• What is the legal level of appropriation for the organization’s budget?
• Fund? Department/Division? Service?

• What is the level of budget control?



Checklist: Getting Started

• What funds are included in the budget?

• Which departments and component units are included?

• Is there a separate capital budget? 
• If so, does the organization develop its operating and capital budget on the same 

schedule? What is the relationship between the two?

• Does the organization prepare a budget every year? Two years? Three years?

• What technology applications are used to develop the budget?



Know Your Organization’s Stakeholders

• Organizational executives
• Superintendent, city/town 

manager/administrator
• General manager

• Departments
• Directors
• Division leads
• Managers
• Front-line staff

• Rate payers/residents
• Operations staff
• Engineers

• Elected officials or members of 
governing body

• Union representatives
• Advocates
• “Sister” organizations/agencies
• Non-profit organizations
• Businesses (big and small)
• Regional partners

• Planning groups
• Transit agencies
• Neighboring jurisdictions



Roles and Responsibilities

• What should central budget/finance do vs. departments?

• Particularly as it relates to benefits, salary, inflation, revenue

• It depends!

• Organizational culture

• Staffing

• Knowledge and expertise

• Helpful to document this in your financial policies 
and procedures

• Even if Finance/Budget is taking the lead, need to 
keep departments in the loop and collaborate



Preparing a Calendar



Internal Communications



External Communications

Strategic Planning

February

Base Budgets

Initial personnel pull

Preliminary revenue 
projections

Public engagement?

March/April

Budget Kickoff

Provide priorities & 
revenue overview to 
departments

May

Department request entry

June

Budget Reviews

Final revenue projections

Final personnel pull
Public engagement

Present to CMO exec team

July

Add market review 
increases
Present to Directors team

Present Proposed Budget to 
Council

August

Revise proposed budget 
based on Council feedback

September

Adopt budget

October



Budget Guidelines & Instructions

• Host a Budget Kickoff Meeting

• Organization’s goals and objectives, budget climate 

• Summary of strategic priorities that covers budget period

• Optional: A target for base requests and increases

• Instructions on personnel adds

• Provide training on instructions and forms

• Where to get help

• DEADLINES!



Checklist: What do you generally need from staff?

 Narrative describing mission, 
vision, goals, etc.

 Spending estimates for the 
remainder of the current year

 Revenue estimates for remainder 
of current year and for upcoming 
budget period (if applicable)

 Funding request for next budget 
period
• New initiatives
• New positions

 Performance/Outcome data
• Existing budget period
• Upcoming budget period

 Program/service cost 
information (if applicable)

 Internal service cost estimates (if 
applicable)

 Anticipated grants (if applicable)
 Hiring plan (optional)
 Buying plan (optional)



What else? 

• PERSONNEL
• Develop Salary and Benefit 

Projections
• Vacancy Savings Current Year
• Assumptions

• Full Employment?
• Step Increases
• Overtime
• Status of bargaining unit 

contracts
• Benefit Costs – Pension, 

Insurance
• Staffing Levels

• REVENUE – HOW MUCH DO 
WE HAVE TO SPEND?
• Forecast Revenues for 

Current and Budget Years
• How are revenues tracking 

for the current year to date?

• FORM OF BUDGETING
• Incremental
• Zero Based Budget
• Program or Outcome Based



Additional Resources



GFOA Membership/Utility Finance Forum

• Best Practices
• GFOA Affinity groups:

• Small government forum
• Utility Finance forum
• Women’s public finance 

network

• Mentorship Program
• National trainings, webinars, 

and other professional 
development opportunities



Thank you and stay in touch!

Contact: Justin Kohls
Manager, Consulting
Research and Consulting Center
C: 312-617-0868

jkohls@gfoa.org

www.gfoa.org

www.gfoa.org/rcc

www.gfoa.org/utility-finance-forum


