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Agenda

● Key Takeaways
Insights You’ll Leave With

● Framing the Problem
Shifting the Conversation

● Strategic Budgeting
Overview of the Approaches & How Performance Matters

● Aligning the Budget with Performance
Measure What Matters

● Strategic Capital Planning
It’s a Big Deal!
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Key Takeaways

Accept that we’re talking about more than 
a simple math exercise

Conceptualize Budget as 
Strategic Lever

Discuss Various Paths

Ideas to Action
Tips and tools to get started

Understand how different approaches will 
yield different results

“Give me a lever long enough and a fulcrum on which to 
place it, and I shall move the world.” - Archimedes



Framing the Problem
Shifting the Conversation
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COVID, CARES, ARPA and now…Inflation!

● Reduced Purchasing Power
● Impact on Salaries and Benefits
● Impact on Debt
● Impact on Capital Projects
● Social Impacts

Impacts of Inflation on Local Governments
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A Defining Moment

88% 
Growing 

          communities
Source:  OpenGov State of Local Government (592 responses)

75%
Have seen an increase in 

resident engagement
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The Need for Change

Of procurement teams

have experienced decreased 
employee retention over the 
past three years

Of finance and budget teams
have not grown or have 
shrunk in the face of 
increasing demands

Additional budget needed
just for governments to offer 
the same service level 
provided in 2020, due to 
inflation

56%70% $72B



Strategic Budgeting
Overview of different approaches
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What We’re Talking About

Shifting the conversation 
from budget automation
towards budget strategy

→ Improve decisions
→ Drive outcomes
→ Engage Community

Move away from “incremental, line item 
budgeting” by taking advantage of new ways of 
thinking, new technologies, and to better meet 
the changing needs of communities with a 
limited budget.
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Budget Maturity
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Budget Maturity
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Budget Structure | Program-Based Budgeting

Budget

Include 
Performance Data Strategic Initiatives

Document and Include 
Evidence

Inclusion of 
Community Voice

Report EngagePlan

● Organize budget structure by Program instead of 
by Department

● Cross-collaboration needed between 
departments to coordinate services and budget 
proposals

Physical Budget 
Structure

Setting Funding 
Priorities
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Program-Based Budgeting in Boulder

● Over the past 10 years:
○ Operating budget has increased 

43% 
○ Capital budget has increased 184%

● New process better aligns City’s 
investments with community goals
○ Sustainability, Equity, and 

Resilience Framework
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Setting Funding Priorities | Priority-Based Budgeting

Include 
Performance Data Strategic Initiatives

Document and Include 
Evidence

Inclusion of 
Community Voice

● You have a process to prioritize the proposals 
before they are accepted in the budget.

● Ask the same set of questions against all 
proposals to rank them. Involves evaluation team.

Physical Budget 
Structure

Setting Funding 
Priorities

Budget Report Engage

Custom Forms & Workflows for Screening and Scoring

Plan
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Priority-Based Budgeting in Kansas City

The budget process creates actions 
around the Citywide Business plan, 
providing resources to accomplish the 
City Goals adopted by City Council in 
the plan
○ Finance & Governance
○ Housing and Healthy Communities
○ Public Safety
○ Infrastructure and Accessibility
○ Equity and Customer Service (A Lens Across All 

Goals)
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Strategic Initiatives | Outcome-Based Budgeting

Include 
Performance Data Strategic Initiatives

Document and Include 
Evidence

Inclusion of 
Community Voice

Report EngagePlan

● Measure budget against Strategic Initiatives (or 
outcomes)

● Assign proposals and worksheets to specific 
goals, strategies, or initiatives

● Evaluate and prioritize proposals based on how 
they impact the broader strategic plan

Strategic Initiatives Reporting

Budget

Physical Budget 
Structure

Setting Funding 
Priorities
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Strategic Budgeting in Atlanta Public Schools

Guiding Principles of Budget 
Development
○ Depth vs. Breadth - Making deeper 

investments in specific parameters 
instead of distributing funds over 
too many disparate priorities

○ Budget parameters should be in 
alignment with the Mission, Vision, 
Strategic Plan and with the Charter 
System Operating Model
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Not Mutually Exclusive

● Approaches can be combined for 
greater impact

● Key is to start with the end in mind
Outcome-Based 

Budget
Program-Based 

Budget

Priority-Based 
Budget
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Community Voice | Participatory Budgeting

Include 
Performance Data Strategic Initiatives

Document and Include 
Evidence

Inclusion of 
Community Voice

Budget Report EngagePlan

● Extremely powerful tool in strategic planning

● However, it is really easy to mis-step and quickly 
damage community trust

● Key is to balance education, engagement, 
empowerment

● Often reserved for Strategic Initiatives, Capital 
Projects, and general community feedback

Community Feedback

Physical Budget 
Structure

Setting Funding 
Priorities



Align Your Budget with your 
Performance
Measure What Matters
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Challenges Governments Face
● Key Performance Indicators (KPIs) are not linked to the results that the organization wants to 

achieve

● KPIs focus on inputs and activities, not outputs and outcomes 

● KPIs are all lagging (after the fact) indicators that don’t give much guidance on where the 
organization is headed or should head

● No ownership or accountability is attached to performance measures

● KPIs are selected because they are easy to count — e.g., number of citizens served, number of 
potholes filled

● KPIs are picked because “everybody uses these”
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Effective Measurement Systems Impact

Program 
Effectiveness/

Value

Improve
Accountability for 

Results

Inform Continuous 
Improvement

Evidence-Based 
Decision Making

Better Informed
Budget Process Reduce

Uncertainties
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What Performance Measures Should We Use?

LeadingLeading Indicator: 
An indicator of performance 
that is a precursor of future 
success.

Lagging Indicator: 
An indicator of past 
performance that shows how 
successful we were in 
achieving results.

# of Smoking Cessation 
Programs Held

Goal : A Healthy Community

Lagging

Lagging

Cancer 
Rates

% of 
Population that Smokes



Getting Strategic on your 
Capital Improvement Plans
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Capital Projects are IMPORTANT!

05

DRIVE ECONOMIC GROWTH04
● Attract New Residents 
● Attract New Business
● Grow the Tax Base

03

IMPACT FINANCIAL HEALTH02
● Accrue Debt
● Add Ongoing Operating Budget Costs
● Bond Ratings 

ARE HIGHLY VISIBLE01
● Residents 
● Executives and Elected Officials
● Media

BUILD OR COLLAPSE 
PUBLIC TRUST

● In Government
● In Elected Officials
● In Contractors / Vendors 

CHANGE COMMUNITIES
● Environment & Sanitation
● Culture and Recreation
● Transportation & Technology



The Challenges with the CIP
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Technologies and processes are cumbersome, 
outdated and time consuming.

+

General Ledger
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Built from layout

Collaboration and coordination across Capital Project 
stakeholders is NOT trivial.
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Built from layout

Sharing the CIP with 
residents has been 
traditionally done through 
static PDFs.



Power of Capital Planning
Some Tips for Making Better Decisions
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Asset Management Planning

● Strategic asset management planning is 
an ongoing, comprehensive process that 
informs your CIP

● Keep these tips in mind:
○ Develop a strategy that enables assets to 

provide the desired level of service at the lowest 
life cycle cost. 

○ Include visual dashboards in your plan that 
measure required vs. actual maintenance costs 
and forecast the impact of deferred 
maintenance.
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Rank and Score your Projects Strategically



Confidential, Do not share

These are typically ongoing costs that 
can impact how much funding you have 
to deliver services to your residents!

Built from layout

Track Operating Budget 
Impacts
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Knowing where Personnel Costs are going to be over the next 5-10 years aligning with 
your CIP can help you really your long term planning including what you want to take on 
for Debt Service!

Built from layout
Forecast multiple years on your most expensive operating costs



Thank You!
Questions?


