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Fiscal Health  Long-term Fiscal Wellness 
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BRINGING VISION INTO FOCUS 
WITH A NEW “LENS” 
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  STEPS to SUCCESS – Priority Based 
Budgeting 
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1.   Determine Results 
 “What are we in business to do?” 
  

2.   Clarify Result Definitions 
 “What do those Results mean to us?” 

 

3.  Identify Programs and Services 
 “What exactly do we do & what does it cost”? 

 

4. Value Programs Based on Results 
 “What is of the highest importance?” 

 

5. Allocate Resources Based on Priorities 
 “What can we “see” differently?” 
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Priority Based Budgeting Steps 
 1.  DETERMINE RESULTS –  
 “What are we in “business” to do?” 

 Accurate prioritization of programs, 
reflecting the organization’s stated 
objectives, depends on the comprehensive 
identification of the Results it is in business 
to achieve 
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Start with “Why” 

What 
Every organization on the planet knows 
WHAT they do. These are Products they 
sell or the services they offer. 
 
How 
Some Organizations know HOW they do 
it. These are things that make them 
special or set them apart from their 
competition 
 
Why 
Very few Organizations know WHY they 
do what they do. WHY is not about 
making money. That’s a result. It’s a 
purpose, cause or belief. It’s the very 
reason your organization exists. 
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Step 1: Determine Results 
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City of Grand Island, Nebraska 
Community Results 

• Used to Differentiate Programs Offered to the 
Community 
• Not All Programs Achieve these Results 
• Programs that Achieve Many Results, with a High 
Degree of Influence, Achieve Highly in Prioritization 
(demonstrate high degree of  relevance) 
 

Quality Service Results 
• Every Program Should Achieve these Results 
(though potentially, not every program does) 
• Not Used to Differentiate the Relevance of Programs 
in Prioritization 
 

Governance Results 
• Used to Differentiate Programs Designed to Support 
Governance 

Stewardship of the Environment 
 

Safe Community 
 

Strategic, Sustainable and 
Maintained Development 

 
Mobility Options 

Efficient Services 
 

Transparent Services 

Financial Stewardship 
 

High-quality Workforce 
 

Regulatory Compliance 
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Priority Based Budgeting Steps 
 2.  CLARIFY RESULTS DEFINITIONS – 

 “What do those Results mean to us”? 
Precision in prioritization depends on the 

articulation of the cause and effect 
relationship between a program and a Result 

Using clearly defined “Result Maps”, detailing 
the factors that influence the way Results are 
achieved, the organization can minimize 
subjectivity in the process of linking programs 
with its Results 
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Step 2: Clarify Result Definitions  
 Result Maps 
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City of Boulder, CO 
Results 

 
    Accessible &   
Connected Community 
 
    Economically Vital 
Community 

 
    Healthy Environment  
& Community 

 
    Inclusive & Socially 
Thriving Community 

 
    Safe Community 
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Priority Based Budgeting Steps 

 3. IDENTIFY PROGRAMS and SERVICES –  
 “What exactly do we do and what does it cost?” 
Comparing individual programs and services as 

opposed to comparing  departments  that 
provide those services allows for better 
prioritization 
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Identify “Programs” within Departments/ 
Divisions 
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 Departments develop their own 
“program” inventories 
 

 Comprehensive list of “what we do” 
 

 Comparing relative value of 
programs, not relative value of 
departments 
 

  Goldilocks & the Three Bears: Not 
too big, not too small, just right! 
 TOO BIG = Departments/Divisions 
 TOO SMALL = Tasks 
 JUST RIGHT =  Measure relative 

size based on costs/people 
associated with program to more 
discretely demonstrate how 
resources are used 

 

CITY OF BOULDER, COLORADO
Department Program Inventory

Fund 
No. Department Providing Program Program Name

010 Community Planning & Sustainability General Business Assistance
010 Community Planning & Sustainability Business Retention and Expansion
010 Community Planning & Sustainability Business Incentive Programs

010 Community Planning & Sustainability
Business Partnerships and 
Sponsorships

140 Community Planning & Sustainability Energy Decarbonization
140 Community Planning & Sustainability Green Job Creation
140 Community Planning & Sustainability Climate Adaptation Planning

112 Community Planning & Sustainability Comprehensive Planning
112 Community Planning & Sustainability Intergovernmental Relations
112 Community Planning & Sustainability Historic Preservation
112 Community Planning & Sustainability Ecological Planning

Directions: For all of the programs and services 
in your department, identify the program 
name. When completed, please e-mail the 
Program Inventory back to Jim Reasor

Monday, July 26, 2010

City of Boulder, Colorado 
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Priority Based Budgeting Steps 

 4.  VALUE PROGRAMS BASED ON RESULTS –  
  “What is of the highest importance?” 
 

With the right Results that are clearly defined, 
the organization can more accurately “value” a 
program relative to its influence on achieving 
Results 
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Identify “Value” of Program Based on 
their Influence on Results 

13 

Presenter
Presentation Notes
Slideshows: 2,3,8



  

14 

Priority Based Budgeting Steps 

 5.  ALLOCATE RESOURCES BASED ON 
COMMUNITY PRIORITIES –  
        “What can we see “differently?” 
 

Through the “new lens” of the “Resource 
Alignment Diagnostic Tool”, the organization 
can ask “different” questions that lead to more 
informed, data-driven decisions about “what 
we do” and “why we do it”. 
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Defining Quartile Groupings 
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Key: 
Programs are grouped into 
Quartiles (not ranked, one 

versus the other). Quartiles are 
defined using standard 

deviation 

Quartile 4: 
54 Programs 

Quartile 3: 
110 Programs 

Quartile 2: 
116 Programs 

Quartile 1: 
88 Programs 

City of Boulder, Colorado 

Presenter
Presentation Notes
Slideshows: 2,3,4,5,6,7,8



  

16 

Step 5: Allocate Resources Based on 
Prioritization 

88 Programs 

116 Programs 

110 Programs 

54 Programs 

City of Boulder, Colorado 
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“Resource Alignment Diagnostic Tool” 
City of Boulder, CO 
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Starting Place for “Results” 
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PBB “Results Road Map” 
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Results Validation Exercise 
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Results Validation Summary 
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 Proposed Community Results -  
City of Englewood, Colorado 

 Attractive and Engaged Community with 
Desirable, Livable Neighborhoods 

 Effective Mobility and Reliable Infrastructure 
 Orderly, Well-Managed Growth and 

Development 
 Recreational, Cultural, Educational and Life-

Long Learning Opportunities 
 Safe, Healthy and Socially Responsible 

Community 
 Sustainable Natural Environment 

 Thriving and Vibrant Local Economy 
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Governance $100 Exercise 
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Proposed Governance Results 
City of Englewood, Colorado 
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 ATTRACTS, DEVELOPS, RETAINS and VALUES a HIGH-QUALITY 
WORKFORCE DEDICATED to SERVICE EXCELLENCE 

 FOSTERS FINANCIAL SUSTAINABILITY, OPERATIONAL EXCELLENCE, TRUST 
and TRANSPARENCY through ACCOUNTABILITY, HONESTY, EFFICIENCY, 

INNOVATION and  BEST PRACTICES 
 PROTECTS, MANAGES, OPTIMIZES and INVESTS in its HUMAN, FINANCIAL, 

PHYSICAL and TECHNOLOGY RESOURCES 
 PROVIDES ASSURANCE of REGULATORY and POLICY COMPLIANCE to 

MINIMIZE and MITIGATE RISK 
 PROVIDES RESPONSIVE, FAIR and ACCESSIBLE LEADERSHIP, FACILITATES 

TIMELY and EFFECTIVE TWO-WAY COMMUNICATION and UTILIZES INPUT 
from all STAKEHOLDERS 

 SUPPORTS DECISION-MAKING with TIMELY and ACCURATE SHORT-TERM 
and LONG-RANGE ANALYSIS that ENHANCES VISION and PLANNING 
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Results Definition Exercise 
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Workshop Instructions 
Safe, Healthy and Socially Responsible 

Community 
 Guiding Questions: 

 

o When the CITY of Englewood___________ (fill in the blank), the 
Result is achieved. 

• What does “success” look like, feel like…? 
• What is happening in your community when this Result is achieved? 
• What is being or could be done to influence this Result? 
• What actions help produce this result? 
• What would the show  the community that the Result has been 

accomplished? 
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Achieving Fiscal Health 
-OR-  

Confessions of a 30-year 
Finance Director ! 
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ACHIEVING FISCAL HEALTH 

Fiscal 
Health 

“Spend Within Our 
Means 

Establish and 
Maintain Reserves 

Understand 
Variances (Budget vs. 

Actual) 

Transparent About 
the “True Cost of 
Doing Business” 

Incorporate 
Economic Analysis 

and Long-Term 
Planning into 

Decision Making 
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Strategic Questions  
 How much do we have available to spend? -                                     

 (not “How much do you need”?) 
“Spend Within Our Means” 

 
 Why do we need to keep “money in the bank”? 

Establish & Maintain Reserves 
 

 What’s the “difference”? 
Understand Variances (Budget to Actual) 
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Strategic Questions  
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 “It costs how much”???????? 
Transparent About  

“True Cost of Doing Business” 
 
 “What’s the plan and what could cause it to  
    change? 

Economic Analysis & Long-Term Planning 
 
 What does the future look like?  
 What if………..??? 

“Fiscal Health Diagnostic Tool” 
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Looks like a Financially  
“Healthy” Organization – Right? 
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Let’s Look through a Different Lens! 
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“FISCAL HEALTH DIAGNOSTIC TOOL” – 
 Tell the Story with a “Picture” 
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Thank You ! 

 

 
 

 

 
Jon Johnson, Co-Founder                        Chris Fabian, Co-Founder 

jjohnson@pbbcenter.org                                cfabian@pbbcenter.org 
 

www.pbbcenter.org 
Phone: 720-361-3710 

 

  Copyright ©2009 by Chris Fabian and Jon Johnson d/b/a the Center for Priority Based Budgeting, 
 Denver, Colorado. 
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