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GFOA Budget Process Framework

• GFOA’s Effective Budget Presentation Award

– Criteria are a good place to start when developing 
a budget process

• Consistent structure that addresses:

– Policy aspects of budget

– Operational elements of the organization

– Financial planning needs

– Effective communication of the resulting budget
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National Advisory Council on State 
and Local Budgeting (NACSLB)

• Developed in 1997 by 11 organizations with 
interest in this subject

• Comprehensive model

• Cited by GFOA as “Best Practice” in 1998

• Update being considered
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What is a Best Practices 
Budget Process?

• Incorporates a long-term perspective,

• Establishes linkage to broad organizational goals,

• Focuses budget decisions on results and outcomes,

• Involves and promotes effective communication with 
stakeholders, and

• Provide incentives to government management and 
employees

• Consist of Four Principles and 12 Elements
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Mission of the Budget Process

• To help decision makers make informed 
choices about the provision of services and 
capital assets and to promote stakeholder 
participation in the process

• Stakeholder participation:

– Involve stakeholders and identify their concerns

– Obtain support for the overall process itself

– Seek stakeholder acceptance of the decisions

– Report to stakeholders …it is written for the public.
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The Four Principles
1. Establish Broad Goals

– A government should have broad goals that provide overall 
directions for the government and serve as a basis for decision 
making

2. Develop Approaches to Achieve Goals
– …specific policies, plan, programs, and management strategies 

to define how it will achieve long-term goals

3. Develop a Budget Consistent with the Approaches to 
Achieve the Goals
– A financial plan that moves toward achievement of goals, 

within the constraints of available resources, should be 
prepared and adopted

4. Evaluate Performance and Make Adjustments
– Program and financial performance should be continually 

evaluated, and adjustments made, to encourage progress 
toward achieving goals
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PRINCIPLE 1:
ESTABLISH BROAD GOALS
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Element 1
Assess Community Needs, Priorities, 

Challenges and Opportunities

• Practice

– 1.1 – Identify Stakeholder Concerns, Needs, and 
Priorities

– 1.2 – Evaluate Community Condition, External 
Factors, Opportunities, and Challenges

1
Broad 
Goals
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Element 1 –
Assess Community Needs, Priorities, 
Challenges and Opportunities
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Element 1 –
Assess Community Needs, Priorities, 
Challenges and Opportunities
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Element 1 –
Assess Community Needs, Priorities, 
Challenges and Opportunities

1
Broad 
Goals

www.redmond.gov/yourcityyourchoice 



1
Broad 
Goals
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Element 2 
Identify Opportunities and Challenges for 

Government Services, Capital Assets, and Management

• Practice 
– 2.1 – Assess Services and Programs, and Identify 

Issues, Opportunities, and Challenges

– 2.2 – Assess Capital Assets, and Identify Issues, 
Opportunities, and Challenges 

– 2.3 – Assess Governmental Management 
Systems, and Identify Issues, Opportunities, and 
Challenges



2.1 – Assess Services and Programs, and 
Identify Issues, Opportunities, and Challenges
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Element 2 
Identify Opportunities and Challenges for Government 

Services, Capital Assets, and Management
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Element 3
Develop and Disseminate Broad Goals

• Practice 

– 3.1 – Identify Broad Goals

– 3.2 – Disseminate Goals and Review with 
Stakeholders

1
Broad 
Goals



“Budget by Priorities”
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Broad 
Goals
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1
Broad 
Goals



1
Broad 
GoalsSetting Goals

1. Not routine business

– So not typically a regular meeting

2. Get agreement of your board

– Requires facilitation

3. Gain some input first

– Surveys, focus groups, pre-work, research

4. Agree and formalize

– Get it in writing!  Resolution?
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PRINCIPLE 2:
DEVELOP APPROACHES TO ACHIEVE 
GOALS 
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Elements to Achieving Goals

• Element 4 – Adopt Financial Policies

• Element 5 – Develop Programmatic, 
Operating, and Capital Policies, and Plans

• Element 6- Develop Programs and Services 
that are consistent with Element 5

• Element 7 – Develop Management Strategies

23

2
Approaches



Element 4 
Develop Financial Policies

1. Stabilization Funds

2. Fees and Charges

3. Debt Issuance and Management

a. Debt Level and Capacity
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Element 4 
Develop Financial Policies (cont)

4. Use of One-Time Revenues

a. Unpredictable Revenues

5. Balancing the Operating Budget

6. Revenue Diversification

7. Contingency Planning
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Element 4 
Develop Financial Policies

Most organizations guide their financial operations 
as a reflection of their financial policies and 
subsequently use those policies addressing 
financial challenges.

Financial policies are the foundation of any 
government finance operation.  They provide 
parameters and guidance during various 
economic cycles. 
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Element 4 
Develop Financial Policies

City of Long Beach, California

3) General Fund Reserves 

The City shall maintain an Emergency Reserve 
equivalent to 10 percent of General Fund recurring 
expenditures and an Operating Reserve equivalent to 
10 percent of General Fund recurring expenditures. If 
these reserves are used, a plan will be developed 
and implemented to replenish the funds used.
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Element 5
Programmatic, Operating, Capital Policies and 

Plans

5.1 – Guide to the Design of Programs and Services

5.2 – Capital Asset Acquisition, Maintenance, 
Replacement, and Retirement
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Element 5
Programmatic, Operating, 
Capital Policies and Plans

Clear, well-documented statement of policies and 
plans in broad program areas.

Fresno Downtown Revitalization
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Approaches

http://www.fresno.gov/Government/MayorsOffice/DowntownRevitalization/default.htm
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Element 5
Programmatic, Operating, 
Capital Policies and Plans

5.2 Capital Asset Acquisition, Maintenance, 
Replacement, and Retirement

- Budgetary issues often impeded capital 
programming funding…what is your plan?

- Do you have an asset report?
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Element 6
Programs/Services Align with Polices /Plans

6.1 Develop Programs and Evaluate Delivery 
Mechanisms

6.2 Options for Meeting Capital Needs and 
Evaluate Acquisition Alternatives

6.3 Identify Functions, Programs, and/or Activities 
of Organizational Units

6.4 Develop Performance Measures

6.4a Develop Performance Benchmarks
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Element 6
Programs/Services Align with Polices /Plans

Strategic Linkages, Strategic Relationships 

Do they align and how do you know?

Strategic Plan – Department Plan – Allocation of 
Resources – Performance Measures – Reevaluate 
the Strategic Plan
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Strategy

What is strategy?

• Strategy is a plan of action or policy designed 
to achieve a major or overall aim.

–What is your overall aim…service delivery!

• Strategy requires us to identify a plan to 
achieve our goals – a budget is not only a 
fiscal document – it is your organizations 
strategy for resource allocation and service 
delivery. 
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Is Strategy Easy?
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Only one in five was enthusiastic 
about their team's and 

organization's goal.

The People Barrier

Only 37% said they have a clear 
understanding of what their 

organization is trying to achieve.

The Vision Barrier

Only one in five said they have a 
clear "line of sight" between their 

tasks and their organization's 
goals

The Alignment Barrier9 of 10 
organizations
fail to execute 

strategy

Only 15% felt that their 
organization fully enables them to 

execute key goals

The Resource Barrier

Source: Stephen R. Covey, The 8th Habit: From Effectiveness to Greatness ©2006



Application - Soccer
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Only two of the 11 would care.

The People Barrier

Only four of the 11 players on the 
field would know which goal is 

theirs.

The Vision Barrier

Only two of the 11 would know 
what position they play and know 
exactly what they are supposed to 

do.

The Alignment BarrierThe soccer 
team would 

lose 9 out of 10 
games!

And all but two players would, in 
some way, be competing against 

their own team members.

The Resource Barrier

Source: Stephen R. Covey, The 8th Habit: From Effectiveness to Greatness ©2006
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Element 7   
Develop Management Strategies 

- 7.1 - Develop Strategies to Facilitate Attainment 
of Program and Financial Goals

- 7.2 - Develop Mechanisms for Budgetary 
Compliance

- 7.3 - Develop the Type, Presentation, and Time 
Period of Budget
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Element 7   
Develop Management Strategies 

7.1 Attainment of Goals

New Orleans, Louisiana

Objective 1.1 Reduce the number of murders to the 
lowest number in a generation by 2018.

7.2 Budgetary Compliance

- In the Financial System

- To the Finance Committee/Governing Board

- Progress Reports
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http://www.nola.gov/performance-and-accountability/strategic-framework/documents/2015-strategic-framework/


Element 7   
Develop Management Strategies 

7.3 Type, Presentation, and Time Period of Budget

Type – Line item, program budget, zero-based

Presentation - Budget in brief, budget workshop, 
presentations.

Who is your audience?

Timeline – typically annually, biennial becoming 
more common.
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PRINCIPLE 3:
DEVELOP A BUDGET CONSISTENT WITH 
APPROACHES TO ACHIEVE GOALS
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Element 8
Develop a Process for Preparing 

and Adopting a Budget

• Practice 

– 8.1 – Develop a Budget Calendar

– 8.2 – Develop Budget Guidelines and Instructions

– 8.3 – Develop Mechanisms for Coordinating Budget 
Preparation and Review

– 8.4 – Develop Procedures to Facilitate Budget Review, 
Discussion, Modification, and Adoption

– 8.5 – Identify Opportunities for Stakeholder Input

3
Adopt
Budget
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Element 8 
Develop a Process for Preparing and 

Adopting a Budget

Renton’s 2010 process

3
Adopt
Budget
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Element 8 
Develop a Process for Preparing and 

Adopting a Budget

3
Adopt
Budget
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Element 9
Develop and Evaluate Financial Options

• Practice 
– 9.1 – Conduct Long-Range Financial Planning

– 9.2 – Prepare Revenue Projections
• 9.2a – Analyze Major Revenues

• 9.2b – Evaluate the Effect of Changes to Revenue Source Rates and 
Bases

• 9.2c – Analyze Tax and Fee Exemptions

• 9.2d – Achieve Consensus on a Revenue Forecast

– 9.3 – Document Revenue Sources in a Revenue Manual

– 9.4 – Prepare Expenditure Projections

– 9.5 – Evaluate Revenue and Expenditure Options

– 9.6 – Develop a Capital Improvement Plan

3
Adopt
Budget
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Element 9 
Develop and Evaluate Financial Options

Renton City Council Presentation

3
Adopt
Budget
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Element 9
Develop and Evaluate Financial Options

3
Adopt
Budget
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Element 9
Develop and Evaluate Financial Options

3
Adopt
Budget
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Element 10 
Make Choices Necessary to Adopt a Budget

• Practice 

– 10.1 – Prepare and Present a Recommended Budget
• 10.1a – Describe Key Policies, Plans and Goals

• 10.1b – Identify Key Issues

• 10.1c – Provide a Financial Overview

• 10.1d – Provide a Guide to Operations

• 10.1e – Explain the Budgetary Basis of Accounting

• 10.1f – Prepare a Budget Summary

• 10.1g – Present the Budget in a Clear, Easy-to-Use Format

– 10.2 – Adopt the Budget

3
Adopt
Budget
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Element 10 
Make Choices Necessary to Adopt a Budget

3
Adopt
Budget
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Element 10 
Make Choices Necessary to Adopt a Budget

City of Renton Budget – Page 1-12

3
Adopt
Budget
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Element 10 
Make Choices Necessary to Adopt a Budget

3
Adopt
Budget



PRINCIPLE 4:
EVALUATE PERFORMANCE AND 
MAKE ADJUSTMENTS
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Element 11
Monitor, Measure and Evaluate

Performance Practices

• Monitor, Measure, and Evaluate:

– 11.1 Program Performance

– 11.1a Stakeholder Satisfaction

– 11.2 Budgetary Performance

– 11.3 Financial Condition

– 11.4 External Factors

– 11.5 Capital Program Implementation
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Element 11
Monitor, Measure and Evaluate

Performance Practices

• Most common methods performance 
measures, customer surveys, financial 
benchmarks, output measures, adherence to 
established timelines.

Boston About Results (BAR)
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4
Monitor
Adjust

http://www.cityofboston.gov/BAR/
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Element 12
Adjust the Budget

• Last step in the NACLSB Budget Process

• Once performance has been evaluated, it may be 
appropriate to re-distribute resources to reflect 
commitment to priorities.
– Example  

1. The City is not meeting its’ established 
ambulance response time.

2. Need more ambulances/staff.

3. Requires more financial resources.
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Element 12
Adjust the Budget

• A consistent financial reporting system 
ensures that potential issues are identified 
early.

• Adjust the budget – handling revenue and 
expenditure adjustments; forecast changes.

• Rules for when appropriations are exceeded.
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Element 12
Adjust the Budget

• A consistent financial reporting system ensures that 
potential issues are identified early.

• Adjust the budget – Adjust Policies, Plans, Programs, 
and Management Strategies – Adjust Broad Goals.

• Just because you’ve adjusted the budget doesn’t mean 
you are finished - the cycle is non-stop and is not 
necessarily aligned with your budget timelines/cycle.

61

4
Monitor
Adjust
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Summary

Element 1 – Assess Community Needs, 
Priorities, Challenges, and Opportunities

Element 2 – Identify Opportunities and 
Challenges for Government Services, Capital 
Assets, and Management Practices

Element 3 – Develop and Disseminate Broad 
Goals

Element 4 – Adopt Financial Policies
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Summary

Element 5 – Develop Programmatic, Operating, 
and Capital Policies, and Plans

Element 6 – Develop Programs and Services that 
are Consistent with Policies and Plan

Element 7 – Develop Management Strategies

Element 8 – Develop a Process for Preparing and 
Adopting a Budget

64



Summary

Element 9 – Develop and Evaluate Financial 
Options Practices

Element 10 – Make Choices Necessary to Adopt 
Budget

Element 11 – Monitor, Measure, and Evaluate 
Performance Practices

Element 12 – Make Adjustments as Needed
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