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Four Rules of Budget

• Plan for spending money to reach specific goals by a certain time
• Only as good as the time, effort and information people put into it
• No budget is perfect, since none of us can totally predict the future
• In order to reach our goals, all budgets must be monitored and

changed as time goes on



• Spending: Provides authority for 
spending and ensures effective 
resource allocation

• Planning: Serves as a roadmap 
for community development by 
outlining goals and long-term 
strategies

• Transparency: Demonstrates to 
taxpayers how their money will 
be spent and prior year 
expenditures

• Policy: Sets tax rates, reflects 
priorities of the community and 
establishes sound financial 
management practices

Importance of Budgeting



Budget Presentation
Fund (Rev-Exp)

• General
• Special Revenue
• Enterprise
• Capital Projects
• Internal Service

Function (Exp)
• Admin
• Judicial
• Public Safety
• Education
• Parks and Rec
• Human Services
• Public Utilities
• Public Works

Category (Rev)
• Property Taxes
• Income Taxes
• Sales/other tax
• Permit/Lic. Fees
• Charges for 

Services
• Grants
• Debt
• Fund Balance



Transfer Between Funds - TEST ?

Gen Fund Spec Rev Fund Total
Rev:
Taxes 50 0 50
Grants20 40 60
Transfers fr 0 30 0
Total 70 70 110

Exp:
Oper 30 70 100
Cap 10 0 10
Transfers to 30 0 0
Total 70 70 110



Budgeting Process
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• Budget department gathers 
information from individual 
departments

• Line-item-details
• Additional Funding Requests

• Board of Supervisors updated 
on a regular basis throughout 
the year

• Audit and Finance Meetings
• Projections (Mid-year/Year-end)

• Year-round engagement with 
citizens (Community meetings, 
public hearings, etc.)

Collaborative Budget Development



• School Board and Superintendent 
responsible for submitting a budget 
to Board, no later than March 1st

• Board of Supervisors only approve 
and appropriate by major category 
or in total.

• No discretion at line-item level
• Opportunity to collaborate through 

financial planning
• Major Maintenance
• Shared Services
• Proactive approach

• Year-round discussions to establish 
expectations around local funding

School Board Relationship Dynamics



Community Engagement

8 Community
Meetings
Over 2-week period

Virtual
Facebook

Live

Spanish 
Speaking
Townhall



Approachable Financial Reporting
Providing less technical and more condense formats of traditional financial documents

Annual 
Comprehensive
Financial Report

Popular Annual 
Financial 
Report

Budget Document Budget-In-Brief Comprehensive 
Plan

Strategic 
Plan



Transparency Through Data Sharing



Data Informed Decision Making

Public dashboards on 
Strategic Information 
Sharing (StratIS) 
model results used 
for population 
forecasting methods
www.chesterfield.gov/stratis

https://www.chesterfield.gov/stratis


Even w/ Strategies…



Discussion
• What do you do when you have more money 

than expenses?
• One-time?
• On-going?

• What do you do when you have less money than 
expenses?

• One-time?
• On-going?



Rev > Exp? - TEST ?
One-time

• Increase fund balance
• Reserve for needs
• Early debt retirement
• Issue less debt
• Acquire capital earlier
• Give bonus (not base pay 

adj)
• One-time donation, grant

On-going
• Lower taxes
• Provide new service
• Enhance current 

service
• Higher salaries



Exp > Rev? - TEST ?

One-time
• Lower fund bal
• Use reserve for needs
• Issue more debt
• Delay capital
• Sell assets
• Hiring freeze

On-going
• Raise taxes
• Decrease services
• Lower salaries or 

increases to salaries
• Hiring freeze



Intergovernmental 
Framework



Challenge: Mandates Imposed Upon Others
(Do Counter Measures Provide Balance?)

Federal

State

Local 

Nonprofit -
Private Sector - Citizen

(Advocate Counter 
Measures)



• Budget requirements dictated by Virginia State Code §15.2 Cities, 
Counties, and Towns; Chapter 25. Budget, Audits and Reports

• Budget must be approved by July 1
• Must provide local share for constitutional officers, social services, 

Children’s Services Act (CSA) health department and schools
• Discretionary vs Non-Discretionary spending and the impacts of state 

mandates 
• Funded and Unfunded

Legal Requirements Around Budget Process
Dillon Rule: Localities may only exercise powers 
delegated by the General Assembly



School Funding (JLARC Study)
JLARC K-12 Education Funding Update• Article VIII of The 

Constitution of Virginia 
outlines that it is the 
State’s responsibility to 
provide funding for 
public education in the 
Commonwealth of 
Virginia

• However, in practice, 
localities typically fund 
significantly beyond  
what is required by the 
SOQ formula



• Similar to funding for schools, localities often end up funding 
constitutional offices above and beyond what is required by the state

• Examples include additional positions or salary supplements for state 
reimbursable positions

Funding of Constitutional Officers



• Roads: Maintaining transportation 
infrastructure (i.e. potholes)

• Education: Standards, curriculum, and higher 
education funding

• Courts: Administration of Justice
• Health and Social Services: Public health 

and social welfare programs 
• Elections: Managing elections and voter 

registration
• Environmental Regulation: Enforcement of 

laws regarding the environment

What The State Is Responsible For



• Federal funds come in the form of one-
time assistance, reoccurring programs, 
and grants

• American Rescue Plan Act (ARPA)
• Community Development Block Grant 

(CDBG)
• Coronavirus Aid Relief and Economic 

Security (CARES)
• Important for localities to be informed 

and take advantage of federal funding 
opportunities whenever possible

• Be aware ITS NOT FREE MONEY
• Ensure program reporting requirements 

and any ongoing costs are feasible

Federal Funding 



Revenue Overview



• 500+ revenue line items

• Frequencies vary: annually, 
quarterly, monthly, daily

Property Taxes Primary Revenue Driver

Top Three Revenues
Real Estate Taxes - $586.9M

Personal Property Taxes - $114.8M

State & Federal Aid - $84.1M

account for over 79% of all General 
Fund revenues



• More attention given to 
assessments with recent market 
conditions effecting used cars 
and home values

• Providing target tax relief to 
mitigate impact of outlier 
assessments

• Land Book from Real Estate 
Assessor comes out (January)

• Residential vs. Commercial
• New growth vs. Revaluation

• Personal Property Billed April, 
Due in June

Real and Personal Property Assessments



Revenue Projections
• National, State, and Local 

Economic Indicators
• Key Financial Indicators Dashboard

• Look to State and Federal 
budgets

• Don’t just rely on state estimates
• Forecasting using Statistical 

Software
• Department Collaboration

• Treasurer
• Commissioner of the Revenue
• Real Estate Assessor

https://www.chesterfield.gov/kfi


Operating and Capital



Chatboard Discussion

Yr 1 Yr  2 % 
change

Yr 3 % 
Change

Oper $80 88 10% $93 6%
Capital 20 0 -100% 10 >100%
Total 100 88 -12% 103 17%

Budget Comparison –
Up or Down between Yr 1 

to Yr 2 and Yr 2 to Yr 3



Budget “Box” - TEST ?
 PY Bud  PY Act  CY Bud  NY Bud $ Change  % Change 

Personnel 653,600            712,051        699,166        759,458        60,292   8.6%
Operating 270,300            275,323        270,315        280,340        10,025   3.7%
Capital 13,000              13,991          13,997          15,015          1,019     7.3%

Total 936,900            1,001,365    983,477        1,054,813    71,335   7.3%
Recovered Rev. 646,461            700,956        688,434        727,821        39,387   5.7%

% of total expenses 69.0% 70.0% 70.0% 69.0%

Full-time positions 20                      21                  21                  22                  4.8%
Part-time positions 5                        5                    5                    5                    
FTE 23.0                   24.0              24.0              25.0              

PY – Prior Year;  CY – Current Year; NY – Next Year
FTE – Full-time equivalent


Group

		Group Presentation - Supporting Models

																Actual		Budget		Actual		Budget		% change		% of		Forecast		Proposed		% change		% change		% of

																99-00		00-01		00-01		01-02		Bud to Bud		Total		01-02		02-03		Bud to Fore		Bud to Bud		Total

		Overall Assumptions:

				Merit												4.0%		4.0%		4.0%		4.0%

				FICA rate												8.0%		8.0%		8.0%		8.0%

				Retirement rate												10.0%		10.0%		10.0%		10.0%

				Health insurance per employee												2,000		2,000		2,000		2,000

				Cost per computer												4,000		4,100		4,105		4,200

		SUMMARY INFORMATION

		Total Revenues- ALL FUNDS (net):

				By Fund:

						General										-		-		-		-		0.0%		0.0%						0.0%		0.0%		0.0%

						School										-		-		-		-		0.0%		0.0%						0.0%		0.0%		0.0%

						Utilities										-		-		-		-		0.0%		0.0%						0.0%		0.0%		0.0%

						Capital Improvements										-		-		-		-		0.0%		0.0%						0.0%		0.0%		0.0%

																-		-		-		-		0.0%		0.0%						0.0%		0.0%		0.0%

				By Category (net):

						General property taxes										-		-		-		-		0.0%		0.0%						0.0%		0.0%		0.0%

						Other local taxes										-		-		-		-		0.0%		0.0%						0.0%		0.0%		0.0%

						Investment income										-		-		-		-		0.0%		0.0%						0.0%		0.0%		0.0%

						Charges for services										-		-		-		-		0.0%		0.0%						0.0%		0.0%		0.0%

						State and Federal grants										-		-		-		-		0.0%		0.0%						0.0%		0.0%		0.0%

						Debt proceeds										-		-		-		-		0.0%		0.0%						0.0%		0.0%		0.0%

						Miscellaneous										-		-		-		-		0.0%		0.0%						0.0%		0.0%		0.0%

						Fund Balance										-		-		-		-		0.0%		0.0%						0.0%		0.0%		0.0%

								Total								-		-		-		-		0.0%		0.0%						0.0%		0.0%		0.0%

		Total Expenses -ALL FUNDS (net):

				By Fund:

						General										-		-		-		-		0.0%		0.0%						0.0%		0.0%		0.0%

						School										-		-		-		-		0.0%		0.0%						0.0%		0.0%		0.0%

						Utilities										-		-		-		-		0.0%		0.0%						0.0%		0.0%		0.0%

						Capital Improvements										-		-		-		-		0.0%		0.0%						0.0%		0.0%		0.0%

								Total								-		-		-		-		0.0%		0.0%						0.0%		0.0%		0.0%

				By Function (net):

						Public Safety										-		-		-		-		0.0%		0.0%						0.0%		0.0%		0.0%

						Parks and Recreation										-		-		-		-		0.0%		0.0%						0.0%		0.0%		0.0%

						Education										-		-		-		-		0.0%		0.0%						0.0%		0.0%		0.0%

						Public Works										-		-		-		-		0.0%		0.0%						0.0%		0.0%		0.0%

						Health and Welfare										-		-		-		-		0.0%		0.0%						0.0%		0.0%		0.0%

						Administration										-		-		-		-		0.0%		0.0%						0.0%		0.0%		0.0%

						Utilities										-		-		-		-		0.0%		0.0%						0.0%		0.0%		0.0%

						Debt Service										-		-		-		-		0.0%		0.0%						0.0%		0.0%		0.0%

						Capital Improvements										-		-		-		-		0.0%		0.0%						0.0%		0.0%		0.0%

						Other Functions										-		-		-		-		0.0%		0.0%						0.0%		0.0%		0.0%

										Total						-		-		-		-		0.0%		0.0%						0.0%		0.0%		0.0%

								Personnel								-		-		-		-		0.0%		0.0%						0.0%		0.0%		0.0%

								Operating								-		-		-		-		0.0%		0.0%						0.0%		0.0%		0.0%

								Capital								-		-		-		-		0.0%		0.0%						0.0%		0.0%		0.0%

										Total						-		-		-		-		0.0%		0.0%						0.0%		0.0%		0.0%

										Non-local revenue						-		-		-		-		0.0%								0.0%		0.0%

										% of total expenses						0.0%		0.0%		0.0%		0.0%

										Full-time positions						-		-		-		-		0.0%								0.0%		0.0%

				Financial Indicators:

						Available fund balance % of budget										0.0%		0.0%		0.0%		0.0%

						Debt Service as % of Budget										0.0%		0.0%		0.0%		0.0%

		BUDGET BY FUNDS (Gross):

				General Fund Revenues												-		-		-		-		0.0%								0.0%		0.0%

				General Fund Expenses												-		-		-		-		0.0%								0.0%		0.0%

						Difference										-		-		-		-

				School Fund Revenues												-		-		-		-		0.0%								0.0%		0.0%

				School Fund Expenses												-		-		-		-		0.0%								0.0%		0.0%

						Difference										-		-		-		-

				Public Utilities Fund Revenues												-		-		-		-		0.0%								0.0%		0.0%

				Public Utilities Fund Expenses												-		-		-		-		0.0%								0.0%		0.0%

						Difference										-		-		-		-

				Capital Improvement Fund Revenues												-		-		-		-		0.0%								0.0%		0.0%

				Capital Improvement Fund Expenses												-		-		-		-		0.0%								0.0%		0.0%

						Difference										-		-		-		-

				Boxes:

						General Fund:

								Police:

										Personnel						-		-		-		-		0.0%								0.0%		0.0%

										Operating						-		-		-		-		0.0%								0.0%		0.0%

										Capital						-		-		-		-		0.0%								0.0%		0.0%

												Total				-		-		-		-		0.0%								0.0%		0.0%

												Full-time positions				-		-		-		-		0.0%								0.0%		0.0%

								Fire:

										Personnel						-		-		-		-		0.0%								0.0%		0.0%

										Operating						-		-		-		-		0.0%								0.0%		0.0%

										Capital						-		-		-		-		0.0%								0.0%		0.0%

												Total				-		-		-		-		0.0%								0.0%		0.0%

												Full-time positions				-		-		-		-		0.0%								0.0%		0.0%

								Parks and Recreation:

										Personnel						-		-		-		-		0.0%								0.0%		0.0%

										Operating						-		-		-		-		0.0%								0.0%		0.0%

										Capital						-		-		-		-		0.0%								0.0%		0.0%

												Total				-		-		-		-		0.0%								0.0%		0.0%

												Full-time positions				-		-		-		-		0.0%								0.0%		0.0%

								Refuse Collection:

										Personnel						-		-		-		-		0.0%								0.0%		0.0%

										Operating						-		-		-		-		0.0%								0.0%		0.0%

										Capital						-		-		-		-		0.0%								0.0%		0.0%

												Total				-		-		-		-		0.0%								0.0%		0.0%

												Non-local Revenues				- 0		- 0		- 0		- 0		0.0%								0.0%		0.0%

														% of total expenses		0.0%		0.0%		0.0%		0.0%

												Full-time positions				-		-		-		-		0.0%								0.0%		0.0%

								Road Maintenance:

										Personnel						-		-		-		-		0.0%								0.0%		0.0%

										Operating						-		-		-		-		0.0%								0.0%		0.0%

										Capital						-		-		-		-		0.0%								0.0%		0.0%

												Total				-		-		-		-		0.0%								0.0%		0.0%

												Full-time positions				-		-		-		-		0.0%								0.0%		0.0%

																PY Bud		PY Act		CY Bud		NY Bud		$ Change		% Change

										Personnel						653,600		712,051		699,166		759,458		60,292		8.6%								0.0%		-100.0%

										Operating						270,300		275,323		270,315		280,340		10,025		3.7%								0.0%		-100.0%

										Capital						13,000		13,991		13,997		15,015		1,019		7.3%								0.0%		-100.0%

												Total				936,900		1,001,365		983,477		1,054,813		71,335		7.3%								0.0%		-100.0%

												Recovered Rev.				646,461		700,956		688,434		727,821		39,387		5.7%								0.0%		-100.0%

														% of total expenses		69.0%		70.0%		70.0%		69.0%

												Full-time positions				20		21		21		22				4.8%								0.0%		-100.0%

												Part-time positions				5		5		5		5

												FTE				23.0		24.0		24.0		25.0
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Line-Items – TEST ?
• Personnel (On-going nearly 100%)

• Salaries, overtime
• Benefits: health insurance, retirement

• Operating (On-going nearly 100%)
• Services (professional, custodial, contracted)
• Goods (Office supplies, small purchases)
• Training, books, memberships
• Rent
• Utilities
• Other: Debt service, contributions, reserves

• Capital (> $5000+useful life >5 yrs;  one-time 
nearly 100%)

• Vehicles, equipment
• Technology (sometimes defined in operating)



FTE - TEST ?
• 10 full-time people (work 2000 hours/yr)
• 3 part-time people

• 1: 1000 hours, 2: 300 hours, 3: 200 hours
• Total PT hours = 1500
• 1500/2000 hours/yr =.75

• FTE = 10 + .75 = 10.75
PY CY

FT 10 10
PT 3 5
FTE 10.75 ?

Chatboard – FTE up-down?



Other Expenditures
• Some exp harder to classify as a “Dept”
• Contributions –
• Debt service (principal and interest) - under 

separate dept classification
• Existing obligations - budgeting easy
• New obligations - conservative interest rates, 

issuance period, refunding opportunities
• Reserves for contingencies
• Transfers to other funds



General Fund Breakout



Capital Improvement Plan Breakout

Parks & 
Recreation

$7.5M

Library
$1.3M

Projects:
Fire Stations
Police Stations
Libraries
Parks



Capital “Editorialized”



Difference Between Operating and Capital
Operating Costs Capital Costs

4
0

• On-going costs of 
providing service

• Personnel (teacher, 
firefighter)

• Departmental operating 
costs (utilities, contracts, 
supplies)

• Small capital (computers, 
vehicles, <$50,000/unit)

• Debt service
• All generally funded 

through tax rates and 
f d l 

• Asset with value and 
useful life

• “See, feel, touch”
• >$50,000 unit cost
• Land, buildings 

(schools), equipment 
and infrastructure

• “Hard” costs
• “Soft” costs includes 

consultants and other 
non-apparent “goods” 



Capital Questions – TEST ?
 Why is it needed?
 What is it?
 When is it needed?
 What happens if we don’t budget for it?
 How many are needed (quantity)?
 How much does it cost (unit cost)?
 Is it replacing another capital item?
 How long will it last (useful life)?
 What’s the funding source and methodology?
 Where will item be located or placed (district?)?
 Who is oversight department and person?
 What account codes will be charged?
 What is operating impact (on-going net costs)?



Format for CIP Worksheet
Cap L-T  User Other

Desc. 1 2 3 4 5 Total Fees Debt Fees Sources
By Project:
Proj A 10 10 10
Proj B 20 20 10 10
Proj C 30 30 15 15
Proj D 40 40 40
Proj E 30 30 60 60

30 30 40 30 30 160 80 50 15 15

By Source:
Cap Fees 20 30 30 80 80
Debt 10 40 50 50
User Fees 15 15 15
Other 15 15 15

30 30 40 30 30 160 80 50 15 15

% non-Debt 67% 100% 0% 100% 100% 69%

42


Requested

		

																		Cap		L-T		User		Other		Grand

		Description		Desc.		1		2		3		4		5		Total		Fees		Debt		Fees		Sources		Total

																										0

						-		-		-		-		-				-		-		-		-		-

		Total Fleet Services				0		0		0		0		0				0		0		0		0		0

				By Project:

				Proj A		10										10		10

				Proj B		20										20		10		10

				Proj C				30								30						15		15

				Proj D						40						40				40

				Proj E								30		30		60		60

						30		30		40		30		30		160		80		50		15		15

				By Source:

				Cap Fees		20						30		30		80		80

				Debt		10				40						50				50

				User Fees				15								15						15

				Other				15								15								15

						30		30		40		30		30		160		80		50		15		15

				% non-Debt		67%		100%		0%		100%		100%		69%
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Balancing Debt vs. Non-Debt Funding

$225.2M

DebtNon-Debt

$293.1M
56.6% 43.4%



• Longer range planning allows 
for strategic resource 
allocation

• Provides stability and certainty 
about the direction of 
finances, tax levels, etc.

• Avoid sudden tax increases and 
cuts

• Incremental investment in 
larger initiatives

• Starting point for annual 
process

Utilizing a Five-Year Plan



Balancing Competing Priorities
• Some citizens may prioritize 

funding one major category 
over another

• While others may prioritize 
cutting taxes and other tax relief 
initiatives

• Finding balance between what 
constituents want, needs of 
locality, and best financial 
practices

• Can’t make everyone happy





What is a Bond Referendum?
• Process in which citizens approve 

general obligation (GO) bonds 
authorizing the financing of the 
county’s long-range capital plan

• Borrowing rates dependent on 
localities credit rating (higher 
credit rating = lower interest rate)

• Language on ballot determines 
how bond proceeds can be spent

• Important to engage and inform 
public on upcoming referendums

• Cities not required to have 
referendum



Rating Agency 
Questions

• Rating agencies will follow up 
throughout the year, not just 
when issuing debt

• Inquires on:
• Local economy
• Current debt position
• Projected year-end positions
• Plans for debt issuances
• Fund balance levels



• Best practices: Provides consistency, 
promotes stability and continuity that extends 
beyond those that create them

• Strategic focus: Policies define shared 
understanding of how resources will be 
managed

• Setting Boundaries: Define the limits on staff 
actions and sets thresholds on key ratios that 
inform credit worthiness 

• Scope: Categories can include; Debt, reserves, 
capital, operating, grants, revenues and more

*Need to be reviewed regularly

Financial Policies
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