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Goal-Setting and the Budget ProcessGoal-Setting and the Budget Process

Overview of Proposed Process
March 2013
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Purpose of Goal-Setting Process Purpose of Goal-Setting Process 

 Link the most important, highest priority 
things for the City to accomplish with 
the resources needed to do so.
 To do this, Council goal-setting needs to 

drive the budget process, not follow it.

 This means starting the budget process 
with Council identifying top priorities.
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BenefitsBenefits

 Via the Preliminary Budget, staff can better 
recommend realistic implementation 
measures as well as identify the resources –
in terms of time, staff and finances – needed 
to accomplish them.  

 This becomes the basis of an effective, 
practical budget that can make a positive 
difference to the City and its citizens.
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Three Keys to SuccessThree Keys to Success

 Identify most important, highest priority 
things to accomplish for the community

 Prepare work programs for top priorities 
as part of Preliminary Budget process

 Report on results
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 Identify Top Priorities Identify Top Priorities

 The City can accomplish anything

 What it can’t accomplish is everything  
 Council leadership is essential in setting 

goals with a sense of importance and 
priority that will drive the resource 
allocation process. 

 And that’s what budgets are all about: 
making trade-offs between goals and 
resources.
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Tough Fiscal Times and Goal-SettingTough Fiscal Times and Goal-Setting

 Tendency to think that goal-setting and tough 
fiscal times are incompatible concepts.

 But it’s even more important to focus on key 
goals in tough times, because the 
consequence of getting priorities wrong is 
even greater.



Goal-Setting Process Overview March 2013

4

7

Work ProgramsWork Programs

 In preparing Preliminary Budget around top 
Council goals, essential for clear 
understanding of what the Council hopes to 
achieve

 Purpose of work programs is to:
 Define and scope the adopted goal

 Ensure clear understanding of the goal so 
appropriate resources are allocated, and 
progress measured in achieving it
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Council said they wanted a swing ... Council said they wanted a swing ... 

How the 
City 

Engineer 
saw it

Parks 
program’s 

take

Finance 
Director’s 

hope

All the 
Council 
wanted
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 Reporting on Results Reporting on Results

 Allocating resources and adopting clear plans 
alone will not provide results: that comes from 
using those resources in implementing the 
plan. 

 For that reason, ongoing reporting on the 
status of the “action plan” in concise but 
meaningful ways to the staff, Council and 
community is an essential component for 
success. 
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Sample “Report Card”Sample “Report Card”
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Proposed ProcessProposed Process

 Two Steps
 Council prepares seven “candidate goals”

 Goal-setting workshop: April 2, 2013
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Council 
“Homework” 
Assignment:
Due 3-27-13
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Sample Goal StatementsSample Goal Statements

 Continue with aggressive efforts to 
develop permanent, reliable water sources 
to meet General Plan build-out needs.

 Acquire right-of-way and property for 
extension of the Railroad Bicycle Trail.

 Adopt a balanced budget that addresses 
the City's long-term fiscal health and 
preserves critical services. 
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Goal-Setting Workshop: Step 1Goal-Setting Workshop: Step 1

 After introduction and process overview, 
begins with list of proposed goals submitted 
by Council members, by theme
 Where similar goals are submitted, HSM Team will 

draft synthesized goal statements for 
consideration
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Goal-Setting Workshop: Next StepsGoal-Setting Workshop: Next Steps

 Review goals for clarity and understanding

 Finalize “menu” of goals for ranking

 Weight, rank and identify “tiers”
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Sample BallotSample Ballot
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Recommended Priority ScaleRecommended Priority Scale

 Most important, highest priority for the 
City to achieve over the next two 
years

 Important goal to achieve

 Address if resources are available

 Defer to next budget for consideration

 Not a priority goal
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How many points in total? How many points in total? 

 Recommend limiting “total points” to 
focus on priorities

 Suggested target: two points per “menu” 
goal
 For example, if 25 goals, 50 points total
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Likely Goal-Setting Result: 3 Priority TiersLikely Goal-Setting Result: 3 Priority Tiers

Major City Goals

Other important 
objectives

Address as 
resources permit
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Major City GoalsMajor City Goals

 Most important, highest priority goals for City 
to achieve over next 5 years

 Detailed “Work Programs” developed for 
consideration as part of Preliminary Budget
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Other TiersOther Tiers

 Other Important Objectives

Important for City to accomplish and 
resources included in 2013-14 Budget if at all 
possible

 Address as Resources Permit

While desirable to achieve this goal, doing so 
is subject to current resource availability
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Suggested Criteria for Major City GoalsSuggested Criteria for Major City Goals

 Few, clear, and understandable

 High priority and a real commitment

 Require strong Council support – sends a 
message, the “oomph” factor!

 Created in a supportive atmosphere

 Translatable into work programs and 
employee objectives – things that can be 
done! (connected to reality)



Goal-Setting Process Overview March 2013

12

23

Work ProgramsWork Programs

 Title
 Objective
 Discussion

 Workscope summary
 Existing situation
 Work completed
 Constraints/limitations
 Stakeholders
 Key assumptions 

 Action Plan
 Responsible Department
 Resources
 Outcome
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Draft Goal-Setting Workshop AgendaDraft Goal-Setting Workshop Agenda

 Light refreshments 8:30

 Purpose, process and guidelines 9:05

 Review consolidated goals by category 9:15
Finalize “menu” goals

 Break: preparation of goal “ballot” 10:00

 Each Council member ranks goals 10:15

 Break: tabulation of results 10:45 

 Review and identify major City goals 11:15

 Public comment 11:30 

 Wrap-up: Where to from here? 11:50
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What about community engagement?  What about community engagement?  

 Ideally, along with 
fiscal outlook and 
“what’s on the plate” 
already,” the goal-
setting process would 
start with community 
outreach

 Due to time 
constraints, not 
possible this year –
but will be able to do 
the three most 
important steps … and
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Goal-setting is the start of the processGoal-setting is the start of the process

 Not the end: there will be lot’s of 
opportunity for community participation 
when the Preliminary Budget is issued
 Finance Committee Review (May)

 Budget Workshop (May)

 Two Public Hearings (June 12 and 26) 


