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In The News…



COVID-19 and City Budgets
Early Snapshot: A Survey of Georgia Cities

Response Rate:  90 GA cities
63 have fewer than 5,000 

residents.
Sample represents 28.8% of 

GA city population.

78 of 90 responding cities 
expect a revenue shortfall 

between March 1 and 
December 31, 2020.

52 (80%) of the 78, expect a 
shortfall of 10% or more of 

their annual budget.

44 of 77 cities that 
indicated a cause for 

shortfalls, indicate 
unanticipated revenue 

declines as primary factor 
for shortfalls.

31 of 77 cities indicate a 
combination of revenue 

declines and expenditure 
increases as the primary 

factor for shortfalls.



Fiscal Year-End Analysis 
& the Budget Cycle
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Budget Projections Model - Illustration



Things to Consider…

“Cash is King” 
Strategy

Create a Cash 
Flow 

Spreadsheet

Be Extra 
Conservative

Identify One-
Time Events

Review “Must 
Do” vs. “Nice to 

Do” 

Know the City’s 
Financial 
Triggers

Develop 3 
Scenarios –

Good, Bad, Ugly

Analyze the 
Financial and 

Political Impacts

Communicate, 
Communicate, 

COMMUNICATE 



“Cash is King” Strategy

Slow outflows of cash.

Speed up inflows.

Maintain a balanced 
budget.

Find new resources.

Implement right away.

See GFOA’s 
Fiscal First Aid 
Resource 
Center

https://www.gfoa.org/fiscal-first-aid


Create a Cash Flow Spreadsheet – Why?

• It’s a valuable tool that gives 
insight into potential liquidity 
issues over a 12-month rolling 
period. 

• Helps analyze cash inflows and 
outflows by source and dollar 
amount to pin-point areas of need 
& to identify trends for improved 
decision making.

• Multiple scenarios can be created 
and saved in separate files.

• See GFOA Best Practice on Cash 
Forecasting

https://www.gfoa.org/using-cash-forecasts-treasury-and-operations-liquidity


Cash Flow Model - Illustration





Be Extra Conservative

Plan for the 
worst case 
scenario.  
This helps 
you manage 
all scenarios 
in between.

Assume 
lower 
revenues & 
higher 
expenditures.



Identify One-Time Events

Identify one-time revenues that the city 
does not receive on a recurring basis 
(Example: grants).

Identify one-time expenditures the city 
does not anticipate having in the next 
budget cycle (Example: laptops).

Back these revenues and expenditures 
out of budget projections.



Review “Must do” vs. "Nice to do”

Review the 
current 
budget and 
identify 
mandatory 
spending vs. 
discretionary 
spending.

Ask:  “Why do 
we do this?“       
and “Should 
we continue 
to do this?"

Consider the 
policy 
implications of 
making 
changes.

All 
discretionary 
spending is 
fair game to 
cut - must be 
thoughtfully 
considered.



Know the City’s Financial Triggers

Identify and recognize 
the city’s triggers early. 

Examples: sales tax revenue 
decrease, increase in 

delinquent utility accounts, 
personnel expenses rising...

Know the next steps 
when the triggers 

present themselves.

Examples: Hiring freeze, 
employee furloughs, early 

retirement 
programs, capital projects 

deferral, internal 
borrowing....

Knowing your City’s 
triggers, allows you to 
proactively plan for a 

balanced budget.



Develop 3 Scenarios –
The Good, The Bad, The Ugly

Start with the worst 
case scenario and 
work backwards.

Plan out each 
scenario to 

implement if 
needed.

All scenarios should 
be thoroughly 

discussed.

Gain consensus of 
governing body on 
course of action in 

each scenario.



Analyze the Financial And Political Impacts

Before making any decisions, 
consider the financial and 
political impacts of each.

Be aware of unintended 
consequences of personnel and 
employee benefits decisions.

Prepare a cost/benefit analysis 
for each option under 
consideration.

Use data to assist governing body 
in making tough decisions that 
may not be favorable in the eye 
of the public, but are necessary 
during times of crisis.



Communicate3

Be candid and transparent in discussions with the governing body, 
employees, and citizens.  

Share information across multiple platforms (website, social media, 
City Hall).

Educate everyone about the plan and update information as 
conditions change.  

Projections in the midst of a crisis are a “best guess” with much 
uncertainty. 

Buy-in from city employees and citizens is critical and will help in the 
implementation of necessary changes resulting form the crisis.
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Revenue Projection Process

Step 1:   Know 
the City’s 

Revenue “Pie”

Step 2:   Look at 
Historical Trends

Step 3:   Identify 
New Revenue 

Sources

Step 4:   
Consider TANs 

or RANs

Step 5:   Identify 
Availability of 
Relief Funds

Step 6:   Review 
the City’s 

Reserve Policy



Step 1:  Know the City’s 
Revenue “Pie”

• Which revenue sources are most impacted by 
the economy?

• Identify the City’s top revenue sources.
• What % of the budget does each represent?
• Estimate how much each revenue source will 

be impacted.
• Examples: sales taxes, property taxes, hotel-

motel taxes, alcohol excise taxes, motor 
vehicle rental excise taxes, franchise fees, 
court fines, interest.



Step 2:
Look at Historical Trends

• Review historical trends by revenue source.
• Go back as far as you have data to compare 

year over year.
• If you have 2008-2009 recession numbers, 

review them for applicability.
• Focus on the revenue sources that could be 

most impacted by an “economic event” and 
estimate the financial impact.



Step 3:
Identify New Revenue Sources
• Brainstorm as a team to identify new 

revenue sources.
• Use DCA’s Uniform Chart of Accounts 

(UCO)as a reference. 
• Revisit fees and charges. How long has it 

been since fees were reviewed & “re-
aligned” with costs to provide services?

• Think about any services the city isn’t 
currently charging for that they should 
be charging for.

https://www.dca.ga.gov/node/4102


Step 4: Consider TANs or RANs

• Tax Anticipation Notes (TANs) and 
Revenue Anticipation Notes (RANs) 
are short-term tools to help with 
cashflow until the anticipated 
revenue is received.

• TANs and RANs are debt and must 
be repaid.

• Requires authorization by the 
governing body.

• Consult with legal and finance 
professionals to determine options.

• See O.C.G.A. Section 36-80-2

https://advance.lexis.com/documentpage/?pdmfid=1000516&crid=07cb3570-866c-4f89-8e24-e93837b5d403&nodeid=ABKAAFAABAAD&nodepath=%2FROOT%2FABK%2FABKAAF%2FABKAAFAAB%2FABKAAFAABAAD&level=4&haschildren=&populated=false&title=%C2%A7+36-80-2.+Power+to+issue+notes%2C+certificates%2C+and+other+evidence+of+indebtedness+in+anticipation+of+taxes&config=00JAA1MDBlYzczZi1lYjFlLTQxMTgtYWE3OS02YTgyOGM2NWJlMDYKAFBvZENhdGFsb2feed0oM9qoQOMCSJFX5qkd&pddocfullpath=%2Fshared%2Fdocument%2Fstatutes-legislation%2Furn%3AcontentItem%3A5YP4-DHN1-JWR6-S1RT-00008-00&ecomp=f58_kkk&prid=117f5c8c-8c5b-4656-89a1-f616c22767ac


Step 5:  Identify Availability 
of Relief Funds

Ask: Are there funds the 
city can apply for to help 

mitigate the financial 
impact of a declared 
emergency/disaster?

Examples: CARES Act, 
FEMA/GEMA, CDC, DOJ, 

Grants.

Documentation is critical 
to be eligible for 
reimbursement.

Track all expenditures 
related to an “event” 

separately.

Ask eligibility questions 
BEFORE spending.



Step 6:  Review the City’s 
Reserve Policy
• Does the city have a reserve policy (a.k.a. 

Fund Balance policy)?
• If so, review the policy to determine 

flexibility during a financial crisis.
• Based on the policy, will the city have 

adequate cash to get through the crisis and 
not violate the policy?

• If no policy, adopt a policy asap!
• Examples: 

• GFOA - Fund Balance Guidelines
• GMA Handbook for Mayors and 

Councilmembers - Financial Policies

https://www.gfoa.org/fund-balance-guidelines-general-fund
https://www.gacities.com/Resources/GMA-Handbooks-Publications/Handbook-for-Georgia-Mayors-and-Councilmembers/Part-Five-FINANCING-and-REVENUES/Financial-Policies.aspx
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Expenditures Projection Process

Step 1:   Review 
Mandatory vs. 
Discretionary

Step 2:   Update 
Current Year 

Estimates

Step 3:   Engage 
Staff to Identify 

Options

Step 4:   Review 
Capital Needs/CIP 

Step 5:   Identify 
Annualized 

Expenditures

Step 6:   Consider 
Material Changes

Step 7:   Review 
Employee 
Benefits

Step 8:   Identify 
Cost Savings & 

Efficiencies

Step 9:   Analyze 
Contracts & 
Agreements

Step 10:   Plan for 
the Future 



Step 1:  Review Mandatory vs. 
Discretionary Expenditures
• Make a list of services/initiatives that the city 

“must” provide and the associated costs.

• Analyze why it is a “must”. Is it mandated by 
federal/state law, city charter or ordinance, 
contract or agreement, consent order?

• Review levels of service to determine if it is 
desirable and/or feasible to keep the same 
level of service.  Are there viable cost cutting 
options? 

• What’s left is discretionary – analyze these 
with a critical eye.



A

Make projections 
using the most 
recent Budget-To-
Actual data.

B

Revisit budget 
assumptions. 
(vacancy rate, CPI, 
interest, transfers, 
cost allocation, 
reserves).

C

Analyze by dep’t., 
program & 
category to identify 
potential 
savings/surplus.

D

Determine the 
minimum each 
department  needs 
to operate for the 
reminder of FY.

E

Abandon “use it or 
lose it” practices.

Step 2:  Update Current Year Estimates



Step 3:  Engage Staff to 
Identify Options

Include staff in the development of budget 
impact scenarios. Their input and buy-in is 
critical.

Start with “unconstrained” brainstorming 
to formulate cost savings and efficiencies 
strategies.

Remember: Those who deliver the services 
are in a unique position to offer ideas.

Always consider the impact on operations.



Step 4:  Review Capital Needs/CIP

Analyze the city’s Capital Improvement 
Plan (CIP) & identify purchases/projects 

that can be delayed.

Consider future maintenance costs 
vs. replacement.

Analyze funding sources for capital 
purchases - leverage matching grants.

Look for opportunities to reduce scope of 
work and phase capital projects.



Step 5: Identify 
Annualized Expenditures

• Expenditures that must be annualized next fiscal year.

List

• Budget amendments.
• Personnel changes – new positions, raises, benefits 

changes.
• Operating costs for new facilities/programs coming 

online.

Analyze

• Financial impact of annualized expenditures in next 
fiscal year.

Determine



Step 6: 
Consider Material Changes
• Analyze material changes in service levels, 

programs and initiatives that could impact 
other expenditures.

• Create a “checklist of impact” – payroll, 
benefits, liability, uniforms expense, etc.

• Examples: Creation of a new department or 
program; eliminating police department; 
enhancing service level of existing services.

• Adjust the budget accordingly.



Step 7:  Review Employee Benefits

Create
Create a 

checklist of 
renewal dates 

for all 
employer 
provided 
benefits.

Identify
Identify

needed plan 
design 

changes.

Explore
Explore 

employer/ 
employee 

cost sharing 
options.  

Develop
Develop 

policies to 
plan and set 

expectations.

Consider
Consider 
impact of 
financial 

markets on 
required 

pension plan 
contributions.

Request
Request 

estimated 
premium 

change info 
from 

providers 
early.



Step 8: 
Identify 
Costs Savings 
and 
Efficiencies

Review energy 
efficiency 
policies.

Analyze 
operational 
processes.

Identify 
conservation 

opportunities.



Step 9:
Analyze 
Contracts
and
Agreements

Review annual contracts to determine 
options for renewal.

Explore options for renegotiating 
terms of existing contracts.

Identify goods/services to issue bids 
or RFP’s for more competitive pricing.

Take advantage of discounts offered 
by vendors/suppliers.



Step 10:
Plan for the Future

Create

• Create a plan to address a range of 
outcomes.

Adopt

• Adopt financial management policies & 
supporting systems.

Establish

• Establish a mechanism for ongoing 
engagement.



Best Practices
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Best Practices 

COMMUNICATE 
THE CITY’S 
FINANCIAL 

CONDITION TO 
ALL

PICK LOW-
HANGING FRUIT

TAKE ADVANTAGE 
OF RESOURCES –
DON’T REINVENT 

THE WHEEL

EXPLORE ALL 
OPTIONS & 

IMPACTS BEFORE 
MAKING 

DECISIONS

DATA INTEGRITY 
AND TREND 
ANALYSIS IS 

CRITICAL 

TIE DECISIONS TO 
SERVICE LEVELS



Conclusion – The Five P’s

Policies

Projections

PeoplePerformance

Prevention



Contact Us

Stan Brown: Districts 1 & 2
(470) 553-5248
sbrown@gacities.com

Freddie Broome: District 3
(470) 249-6423
fbroome@gacities.com

Terrell Jacobs: Districts 4 & 8
(404) 295-6247
tjacobs@gacities.com

Sherri Bailey: Districts 5 & 7
(470) 755-1357
sbailey@gacities.com

Artiffany Stanley: Districts 6 & 9
(404) 783-4736
astanley@gacities.com

Emily Davenport: Districts 10 & 11
(404) 852-1638
edavenport@gacities.com

Pam Helton, Director: District 12
(678) 686-6275
phelton@gacities.com

mailto:sbrown@gacities.com
mailto:fbroome@gacities.com
mailto:tjacobs@gacities.com
mailto:sbailey@gacities.com
mailto:astanley@gacities.com
mailto:edavenport@gacities.com
mailto:phelton@gacities.com


Resources

Georgia Municipal Association
• COVID-19 & Municipal Operations

• COVID-19 Funding Resources

• COVID-19 FAQ for Municipal Governments

• GMA Handbook for Georgia Mayors and Councilmembers – Financial Policies 

Georgia DCA
• Uniform Chart of Accounts

https://www.gacities.com/Trending-Topics/Coronavirus-and-COVID-19/Resources-and-Information/Municipal-Operations.aspx
https://www.gacities.com/Trending-Topics/Coronavirus-and-COVID-19/Resources-and-Information/Funding-Resources.aspx
https://www.gacities.com/GeorgiaCitiesSite/media/PDF/COVID-19/Coronavirus-(COVID-19)-FAQ-for-Municipal-Governments-v14-040620.pdf
https://www.gacities.com/Resources/GMA-Handbooks-Publications/Handbook-for-Georgia-Mayors-and-Councilmembers/Part-Five-FINANCING-and-REVENUES/Financial-Policies.aspx
https://www.dca.ga.gov/sites/default/files/ucoa_3rdedition_dca_approved_12-4-13.pdf


Resources

Government Finance Officers Association
• GFOA-Fiscal First Aid

• GFOA Fund Balance Guidelines

• Cash is King: Short-term Strategies to Slow the Flow of Money Out the Door

• The Importance of Cash Flow Analysis in Times of Fiscal Stress

• Free Limited-Time Offers from Third-Party Software Firms

https://www.gfoa.org/fiscal-first-aid
https://www.gfoa.org/fund-balance-guidelines-general-fund
https://www.gfoa.org/cash-is-king
https://www.gfoa.org/identifying-shortfalls-importance-cash-flow-analysis-times-fiscal-stress
https://www.gfoa.org/free-limited-time-offers-third-party-firms
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