
Priority-Based Budgeting
Finance & Budget Committee

September 18, 2017



Agenda

• GFOA Best Practices

• Priority Based Budgeting Process

– PBB for Human Resources

– Networked Enterprises

• Biennial Budget Cycle



GFOA Budget Best Practices

• Incorporates a long-term perspective

• Establishes linkages to broad organizational 
goals

• Focuses budget decisions on results and 
outcomes

• Involves and promotes effective 
communication with stakeholders

• Provides incentives to government 
management and employees



GFOA Best Practices

1. Incorporates a long-term 
perspective

2. Establishes linkages to broad 
organizational goals

3. Focuses budget decisions on 
results and outcomes

4. Involves and promotes effective 
communication with 
stakeholders

5. Provides incentives to 
government management and 
employees

Current Budget Process

1. Currently on Step 2 of Ongoing 
Strategic Planning Process 

2. Department-level budgets 

3. Not current practice

4. Limited opportunity for public 
and Council engagement

5. No incentive to cut costs, 
reallocate resources



Priority Based Budgeting Process

1. Identify available resources

2. Identify your priorities

3. Define your priority results more precisely

4. Prepare decision units for evaluation

5. Score decision units against priority results

6. Compare scores between offers or programs

7. Allocate resources

8. Create accountability for results, efficiency, and 
innovation



Allocate Resources: 
Budget Spending by Priority Tier

Tier 1

Tier 2

Tier 3

Tier 4

→ Focus on Quartiles 3 and 4 for cost minimization and resource reallocation

Q1

Q2

Q3

Q4



Line Item Budget  Expressed as a 
Program Budget



Line Item Budget  Expressed as a 
Program Budget



Deep Dive: Line Item Budget 
Expressed as a Program Budget
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example: Public Works / Engineering



Match up to the PBB database: “Pot 
Hole Repair”



Safe and Secure 
Community

Effective Utilities, 
Transportation and 

Telecommunications 
Infrastructure

Economic 
Vitality, Education and 

Workforce Development

Recreation and Cultural 
Opportunities

Health and Well-being of 
Community

Governance

…is prepared to respond to 
emergencies

…eases traffic flow and 
minimizes congestion

…attracts new businesses, and 
creates jobs

…supports the arts
…access to safe drinking water, 

clean air, waste removal
…maintains compliance with 

regulatory obligations

…enforces the law
…provides convenient and 

efficient access
…helps retain current 

businesses
…opportunities for cultural 

enrichment
…preserves the natural 

environment

…assists and supports decision 
makers with information, 
analysis and consultation

…reduces crime
…well-maintained

infrastructure, planned for 
future development

…develops the workforce
…life-long learning 

opportunities (libraries)
…basic needs – safety, shelter, 

food, opportunity to work
…stewardship of financial, 

human and physical resources

…protects property

…provides access to multi-
modal travel options (air, 

public transportation, bike 
lanes, trails)

…attracts visitors and tourism
…encourages healthy people 

(promotes active lifestyle)
…cares for the vulnerable 

(elderly, youth)
…attracts, develops and 

retains talent

…ensures safe air and access to 
drinking water

…promote efficient and 
coordinated sewer and water 

system

…provides infrastructure to 
support commerce

(transportation, utilities, etc)

…supports community events,
and entertainment options

…keeps community safe from 
danger (crime, disease, 

emergencies)

…enhances accountability and 
transparency in operations

…protects the environment
…ensures adequate energy

and telecommunications 
services

…regulates growth and 
development

..parks, trails, open spaces
…ensures the character of the 

community is preserved

…seeks, leverages and creates 
intergovernmental 

opportunities and partnerships

…provides safe travel and 
mobility

….affordable, accessible, high-
speed internet access 

…enables business to function
…preservation and protection 

of historically significant 
buildings and sites

…open, inclusive and diverse
…provides timely and effective 

customer service



SearchPBB to identify measurable 
Results and Definitions



Safe and Secure 
Community

Economic 
Vitality

Effective 
Transportation 
and Mobility

Culture and 
Recreation 

Options

Health and Well-
being of 

Community
Governance

…is prepared to respond to 
emergencies

…attracts new businesses, 
and creates jobs

…eases traffic flow and 
minimizes congestion

…supports the arts
…access to safe drinking 
water, clean air, waste 

removal

…maintains regulatory 
compliance

…enforces the law
…helps retain current 

businesses
…provides convenient and 

efficient access
…opportunities for cultural 

enrichment
…preserves the natural 

environment
…assists and supports 

decision makers

…reduces crime …develops the workforce
…well-maintained

infrastructure, planned for 
future development

…life-long learning 
opportunities (libraries)

…basic needs – safety, 
shelter, food, opportunity to 

work

…stewardship of financial, 
human and physical 

resources

…protects property
…attracts visitors and 

tourism
…safe travel

…encourages healthy people 
(promotes active lifestyle)

…cares for the vulnerable 
(elderly, youth)

…attracts, develops and 
retains talent

…ensures safe air and access 
to drinking water

…provides infrastructure to 
support commerce

(transportation, utilities, 
internet/communications, 

smart cities, etc)

…provides access to multi-
modal travel options (transit, 

public transportation, bike 
lanes, trails)

…supports community 
events, and entertainment 

options

…keeps community safe 
from danger (crime, disease, 

emergencies)

…enhances accountability 
and transparency in 

operations

…protects the environment
…regulates growth and 

development
..parks, trails, open spaces

…provides safe travel and 
mobility

…enables business to 
function

…looks after it’s most 
vulnerable

Example Result Definitions



Safe and Secure 
Community

Economic 
Vitality

Effective 
Transportation 
and Mobility

Culture and 
Recreation 

Options

Health and Well-
being of 

Community
Governance

Choose among the most widely acknowledged contributing indicators of success, for your Results

…is prepared to respond to 
emergencies

…attracts new businesses, 
and creates jobs

…eases traffic flow and 
minimizes congestion

…supports the arts
…access to safe drinking 
water, clean air, waste 

removal

…maintains regulatory 
compliance

…enforces the law
…helps retain current 

businesses
…provides convenient and 

efficient access
…opportunities for cultural 

enrichment
…preserves the natural 

environment
…assists and supports 

decision makers

…reduces crime …develops the workforce
…well-maintained

infrastructure, planned for 
future development

…life-long learning 
opportunities (libraries)

…basic needs – safety, 
shelter, food, opportunity to 

work

…stewardship of financial, 
human and physical 

resources

…protects property
…attracts visitors and 

tourism
…safe travel

…encourages healthy people 
(promotes active lifestyle)

…cares for the vulnerable 
(elderly, youth)

…attracts, develops and 
retains talent

…ensures safe air and access 
to drinking water

…provides infrastructure to 
support commerce

(transportation, utilities, 
internet/communications, 

smart cities, etc)

…provides access to multi-
modal travel options (transit, 

public transportation, bike 
lanes, trails)

…supports community 
events, and entertainment 

options

…keeps community safe 
from danger (crime, disease, 

emergencies)

…enhances accountability 
and transparency in 

operations

…protects the environment
…regulates growth and 

development
..parks, trails, open spaces

…provides safe travel and 
mobility

…enables business to 
function

…looks after it’s most 
vulnerable

Program ”Influence” Example: Snow Removal



Safe and Secure 
Community

Economic 
Vitality

Effective 
Transportation 
and Mobility

Culture and 
Recreation 

Options

Health and Well-
being of 

Community
Governance

4 3 4 1 2 N/A

Program ”Influence” Example: Snow Removal

Scoring Scale

• 4: Essential to the Result

• 3: Strong influence on the Result

• 2: Influences the Result

• 1: Minor influence on the Result

• 0: No influence on the Result



Safe and Secure 
Community

Economic 
Vitality

Effective 
Transportation 
and Mobility

Culture and 
Recreation 

Options

Health and Well-
being of 

Community
Governance

Choose among the most widely acknowledged contributing indicators of success, for your Results

…is prepared to respond to 
emergencies

…attracts new businesses, 
and creates jobs

…eases traffic flow and 
minimizes congestion

…supports the arts
…access to safe drinking 
water, clean air, waste 

removal

…maintains regulatory 
compliance

…enforces the law
…helps retain current 

businesses
…provides convenient and 

efficient access
…opportunities for cultural 

enrichment
…preserves the natural 

environment
…assists and supports 

decision makers

…reduces crime …develops the workforce
…well-maintained

infrastructure, planned for 
future development

…life-long learning 
opportunities (libraries)

…basic needs – safety, 
shelter, food, opportunity to 

work

…stewardship of financial, 
human and physical 

resources

…protects property
…attracts visitors and 

tourism
…safe travel

…encourages healthy people 
(promotes active lifestyle)

…cares for the vulnerable 
(elderly, youth)

…attracts, develops and 
retains talent

…ensures safe air and access 
to drinking water

…provides infrastructure to 
support commerce

(transportation, utilities, 
internet/communications, 

smart cities, etc)

…provides access to multi-
modal travel options (transit, 

public transportation, bike 
lanes, trails)

…supports community 
events, and entertainment 

options

…keeps community safe 
from danger (crime, disease, 

emergencies)

…enhances accountability 
and transparency in 

operations

…protects the environment
…regulates growth and 

development
..parks, trails, open spaces

…provides safe travel and 
mobility

…enables business to 
function

…looks after it’s most 
vulnerable

Program ”Influence” Example: Yoga



Safe and Secure 
Community

Economic 
Vitality

Effective 
Transportation 
and Mobility

Culture and 
Recreation 

Options

Health and Well-
being of 

Community
Governance

0 1 0 2 2 N/A

Program ”Influence” Example: Yoga

Scoring Scale

• 4: Essential to the Result

• 3: Strong influence on the Result

• 2: Influences the Result

• 1: Minor influence on the Result

• 0: No influence on the Result



Program Scoring and Peer Review

example: Economic and Business Development



Relative Quartile Groupings

Q4   Q3  Q2    Q1 Q4   Q3  Q2    Q1



(Human) Resource 

Allocation
HR Opportunities in Priority Based Budgeting:

Succession Planning, Workforce Development, (Human) Resource Re-allocation



Chris Fabian, Jefferson County CO, circa 
2006

Pollution: a “valuable resource” 
out of place (in the wrong place)

Quartile 1:

1.) Brought to the 
County to create 
PBB (as an 
evolution of BFO)

2.) Risk 
Management 
Director

Quartile 4: 

Employee “Safety 
Committee” for Risk 

Management

Quartile 2:

Creation of ISF’s 
for IT, Fleet and 

Facilities



Workforce Analysis: Mining Resources



(Human) Resource Re-allocation

Pollution: a “valuable resource” 
out of place (in the wrong place)
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Applying PBB to Workforce Analysis

Succession Planning and Vacancies
• We don’t have to replace the person, just replace the ”high 

priority” (Q1 and Q2) time left vacant
• Take advantage of natural attrition

Talent Management
• Identify talented staff who are currently serving “lesser aligned” 

programs (Q3 and Q4), and reassign their time
• Fill vacancies left open in high priority programs



“Networked Enterprises”
Partnerships (Public/Public, Public/Private), Mergers and Consolidations 

Finding our unique role to improve our communities



City of Toledo, Ohio

Chamber of Commerce funds half of the 

City’s implementation of Priority Based 

Budgeting, in partnership to develop 

“Networked Enterprises.”

In a $400million operating budget:

• $18+ million in Public/Private 

Partnership opportunities

• $83+ million in Intergovernmental 

Shared Services opportunities

• $90+ million in fee recovery 

opportunities



Washington County, WI



Biennial Budget Cycles

• Transition the City to two-year budget 
planning cycles

Update Strategic Plan

Program Analysis/ 
Process Improvements

Develop 2-year Budget



Biennial Budget Cycles

• Enhances strategic planning efforts

• Enhances staff capacity for program 
implementation

• Increases staff time available for 
implementation

• Shift focus to performance management, 
process improvement



GFOA Best Practices

1. Incorporates a long-term 
perspective

2. Establishes linkages to broad 
organizational goals

3. Focuses budget decisions on 
results and outcomes

4. Involves and promotes effective 
communication with 
stakeholders

5. Provides incentives to 
government management and 
employees

Proposed Budget Process

1. Two-year operating plan tied to 
an updated strategic plan

2. Priority Based Budgeting

3. Opportunity for program-level 
measures of success

4. City presents a menu to 
community of programs and 
services provided

5. New lens provided by PBB to 
analyze programs and services




