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Budget Preparation & Enactment
UNC – School of Government 
November 9, 2018

Eric J. Peterson, Hillsborough Town Manager

Identify

§ Priorities

§ Operational challenges

§ Gaps/issues (needs, concerns, 
skills, service, resources, 
staffing, equipment, etc.)

§ Clear direction needed from 
governing board

#1
Implement:

Test Hypothesis

#2
Post-Game 
Analysis:

Debate & Question
Results

#3
“What’s Next”:

Change, 
Abandon, 

or Stay the 
Course?
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q Does resource allocation = governing body expectations?

q Any noteworthy changes?

q What does success look like? 
What accomplishments, priorities, & strategies do they want to see? 

q Are rate increases and/or new fees an option?

q Other 
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1. Project revenue (without rate increases)

2. Total expenditure requests

3. Determine the “bottom line” (i.e., size of deficit)

4. Budget meetings to learn more about requests

5. Establish expenditure limit or “cost of government”
(Multi-step process and fluid)

6. Refinement via cuts, deferments, phased implementations, 
creative solutions, etc.
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1.  Safety & Mandates – No option!

2.  Maintaining current service levels

3.  Taking care of what you’ve got: 
Infrastructure, vehicles, equipment, & personnel

4.  Efficiency improvements with substantive payback

Once 1 – 4 are addressed, then you can add or expand *if* financial 
parameters are sound.

þ Fund Balance/Cash Flow
þ Taxes & User Charges (how high?)
þ Debt levels
þ Multi-year impact
þ Others (financial dashboard)

When do expansions occur without key operational 
and financial foundations being satisfied?  Why?

þ Debt financing
þ Delay initial debt payment
þ Triage: defer lower priorities 
þ Reduce employee pay/benefits
þ Hiring “freeze” or position reductions
þ Eliminate or reduce services/operations 
þ Provide “cut/deferment” list to the governing 

board so they can make adjustments
þLean or similar processes 
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Increasing Flexibility & Options

Giving Yourself More Time

þ Make time an ally, reduce last minute pressure

þ Increase “window of  time” for creative solutions

þ Early delivery = more focus on pivotal issues 

þ Engagement generates ideas, options, understanding
§ Elected Officials
§ Employees
§ Public


